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The problem,  What t h e  K-12  e d u c a t i o n a l  r e f o r m  movement 
has  done  t h r o u g h o u t  t h e  1990s i s  t o  c r e a t e  a d i a l o g u e  around 
t h e  b e l i e f s ,  v a l u e s ,  and  purposes  of s c h o o l i n g  i n  t h i s  
c o u n t r y .  C o n v e r s a t i o n s  among e d u c a t o r s ,  l e g i s l a t o r s ,  f e d e r a l  
and s t a t e  p o l i c y  makers,  and members of  t h e  b u s i n e s s  
community are w e l l  documented. What h a s  n o t  o c c u r r e d  is  t h e  
c o n s i d e r a t i o n  o f  t h e  v i ewpoin t s  o f  t h o s e  who a r e  a c t u a l l y  
implement ing  r e s t r u c t u r i n g  e f f o r t s .  The p u r p o s e  of t h i s  
s t u d y  was t o  add  t o  e x i s t i n g  r e s e a r c h  by examining  what Iowa 
s c h o o l  s u p e r i n t e n d e n t s  hope f o r  t h e  f u t u r e  of K-12 s c h o o l i n g  
and t o  p r o v i d e  i n s i g h t s  t o  o t h e r  p o l i c y  makers a b o u t  what 
l o c a l  d i s t r i c t  l e v e l  l e a d e r s  i n  t h e  s t a t e  c o n s i d e r  i m p o r t a n t  
t o  c u r r e n t  e d u c a t i o n a l  r e f o r m  e f f o r t s  . 
P r o c e d u r e s .  From 2 5  nominated s u p e r i n t e n d e n t s  1 2  w e r e  
chosen  and  asked  two r e s e a r c h  q u e s t i o n s .  The methodology 
based  on n a t u r a l i s t i c  i n q u i r y  t echn iques  i n c l u d e d  i n - d e p t h  
i n t e r v i e w s  and c o n s t a n t  comparison a n a l y s i s .  L i t e r a t u r e  on  
v i s i o n a r y  l e a d e r s h i p  w a s  u sed  i n  r each ing  c o n c l u s i o n s ,  
i m p l i c a t i o n s ,  and recommendation f o r  f u r t h e r  s t u d y .  
F i n d i n q s .  S u p e r i n t e n d e n t s  c h a r a c t e r i z e d  t h e i r  v i s i o n  of 
Iowa s c h o o l s  as c a r i n g  communit ies  of l e a r n e r s  i n  which 
r e l a t i o n s h i p s  were va lued  and n u r t u r e d ,  where d e m o c r a t i c  
p r i n c i p l e s  were modeled i n  a l l  a s p e c t s  of s c h o o l  l i f e ,  and  
where c o n v e r s a t i o n  and development  of human r e s o u r c e s  w e r e  
v a l u e d .  I n  a d d i t i o n ,  t h e y  hoped f o r  a more f l e x i b l e  sys tem 
i n  s t r u c t u r e  a n d  d a i l y  f u n c t i o n i n g  . The s u p e r i n t e n d e n t s  ' 
e x p l a n a t i o n  of what l i k e l y  would g e t  i n  t h e  way of a c h i e v i n g  
t h i s  v i s i o n  ot Iowa s c h o o l s  encompassed f o u r  ma jo r  themes:  
( a )  i n s u f f i c i e n t  fund ing ,  ( b )  powerful  ch i ldhood  memories of 
t h e i r  own s c h o o l i n g  a l o n g  w i t h  s a t i s f a c t i o n  w i t h  t h e i r  
current neighborhood s c h o o l s ,  ( c )  personal and p r o f e s s i o n a l  
shor t -comings ,  ( d )  l a c k  of  u n d e r s t a n d i n g  o f  t h e  change  
p r o c e s s .  
C o n c l u s i o n s .  A s  s o c i e t y  changes s c h o o l s  must  change  a s  
r a p i d l y  j u s t  t o  keep  pace .  Second, wh i l e  s u p e r i n t e n d e n t s  can 
shape  key f a c t o r s  t o  g u i d e  t h e  f u t u r e  of s c h o o l i n g ,  o t h e r  
f a c t o r s  t h a t  a re  deep ly  embedded i n  t h e  b r o a d e r  s o c i e t y  w i l l  
r e q u i r e  broad  community e f f o r t  t o  h e l p  i n f l u e n c e  r e fo rm.  
Recommendations. 
1. Similar research should be conducted with other 
local district stakeholders to better understand multiple 
viewpoints of what schools should be 
2. Research on how visions actually get implemented 
will be enormously important to the future of K-12 education 
in Iowa, as well as across the nation. 
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Chapter 1 
INTRODUCTION 
Since  1983  and  t h e  p u b l i c a t i o n  of  A Nation at Risk ,  
s choo l  r e fo rm has occupied bo th  n a t i o n a l  and state 
e d u c a t i o n a l  p o l i c y  agendas .  I n i t i a l l y  reform e f f o r t s  t o  
change s c h o o l s  were encouraged,  and i n  some i n s t a n c e s ,  
mandated, by s t a t e  and f e d e r a l  p o l i c y  makers (Lewis,  1989;  
S c h l e c t y ,  1990 ) .  Now, a decade l a t e r ,  Goals 2000 ha s  been 
much he r a lded  a s  t h e  f e d e r a l - l e v e l  focus  on s choo l  r e fo rm,  
wh i l e  s t a t e  l e g i s l a t u r e s  and  depar tments  of educa t i on  a c r o s s  
t h e  n a t i o n  have i s s u e d  t h e i r  own s t a t emen t s  abou t  what 
schoo ls  shou ld  be do ing  t o  p r e p a r e  s t u d e n t s  i n  t h e i r  s t a tes  
f o r  t h e  21s t  c e n t u r y .  Schoo l s  at t h e  l o c a l  l e v e l  have 
responded t o  t h e s e  c a l l s  f o r  reform w i t h  a f l u r r y  of 
r e s t r u c t u r i n g  a c t i v i t i e s .  I n  essence ,  school  r e fo rm and 
r e s t r u c t u r i n g  e f f o r t s  are go ing  on everywhere th roughout  t h e  
n a t i o n .  
While t h e r e  seems t o  e x i s t  g e n e r a l  consensus t h a t  
schoo ls  need t o  change,  t h e  r a t i o n a l e  f o r  why and how t h e  
change shou ld  occu r  v a r i e s .  Disagreement over  reform i s  t o  
be expec ted  i n  a democ ra t i c  s o c i e t y ,  bu t  a s  Lewis ( 1 9 8 9 ) ,  
S c h l e c t y  ( 1 9  9 0 ) , A s t u t o  , C l a r k ,  Read, McGree , and Fernandez 
(1994)  and o t h e r s  have c l e a r l y  po in t ed  o u t ,  much of  t h e  
c u r r e n t  K - 1 2  educa t i on  r e fo rm  h a s  proceeded w i t h o u t  
c a r e f u l l y  considering the  assumptions d r iv ing  t h e  reform a t  
the  l o c a l  l e v e l ,  o r  the  long-term needs and con tex t s  of 
p a r t i c u l a r  school d i s t r i c t s .  Local schools  a r e  not  t h e  same 
across  t h e  country,  nor a r e  a l l  the  s t a t e s  a l i k e  i n  how they  
view K-12 educational reform (Iowa K - 1 2  Education Reform 
Study Committee, 1 9 9 2  & 1993) .  The communities t h a t  support  
them and t h e  superintendents who a r e  leading t h e  l o c a l  l e v e l  
reform e f f o r t s  a l l  hold c e r t a i n  b e l i e f s  and va lues  about 
what schools should be. 
What t h e  K - 1 2  educat ional  reform movement has done over 
the  past  decade i s  t o  c r e a t e  a  g r e a t  dea l  of d ia logue  around 
the  b e l i e f s ,  values,  and purposes of schooling i n  t h i s  
country. Conversations a t  t h e  macro-level have been wel l  
documented; l e g i s l a t o r s ,  f e d e r a l  and s t a t e  po l i cy  makers, 
t he  business community, and o t h e r s  have c l e a r l y  a r t i c u l a t e d  
what they consider important (Nanus, 1 9 9 2 ) .  What has n o t  
occurred a s  much i s  t o  l i s t e n  t o  what those who a r e  o f t e n  
held respons ib le  f o r  leading r e s t r u c t u r i n g  implementation-- 
l o c a l  school d i s t r i c t  superintendents--bel ieve t h e i r  schools  
should be ,  and t o  acknowledge t h e  viewpoints of what t h e s e  
school l e a d e r s  think w i l l  l i k e l y  occur i n  t h e i r  K - 1 2  schools  
a s  a  r e s u l t  of t h e i r  reform e f f o r t s .  
Leadership and a c l e a r ,  guiding v i s ion  of t h e  f u t u r e  
a r e  the key components of any s i g n i f i c a n t  change o r  reform 
e f f o r t  (Schlec ty ,  1 9 9 0 ) .  T o  d a t e ,  t h e  perspec t ive  of l o c a l  
p u b l i c  schoo l  s u p e r i n t e n d e n t s  ha s  p r i m a r i l y  been assumed, 
o n l y  p a r t i a l l y  d e s c r i b e d ,  o r  a t  t i m e s ,  s imply  a b s e n t  from 
t h e  d i s c u s s i o n s  of e d u c a t i o n a l  reform (Se rg iovann i ,  1 9 8 9 ) .  
Neve r the l e s s ,  what school  l e a d e r s  env i s i on  i s  i m p o r t a n t  
because  it "frames t h e  f u t u r e  t h a t  one  works t o  ach ieve ' "  
(She ive  & Schoenhe i t ,  1 9 8 7 ) .  
Iowa, l i k e  o t h e r  s t a t e s  a c r o s s  t h e  n a t i o n ,  ha s  l i s t e n e d  
t o  f e d e r a l  r h e t o r i c ,  debated  s choo l  r e fo rm on t h e  f l o o r  o f  
t h e  s t a t e  l e g i s l a t u r e ,  y e t  f r e q u e n t l y  f a i l e d  t o  c o n s i d e r  
what t h o s e  a t  t h e  l o c a l  l e v e l  thought  impor tan t  f o r  
e d u c a t i o n a l  reform. Th is  s t u d y  i s  an e f f o r t  t o  a s k  
s u p e r i n t e n d e n t s  what they  t h i n k  shou ld  be t h e  f u t u r e  of K-12  
educa t ion  i n  t h e  2 1 s t  c e n t u r y  and t h u s  a t t empt  t o  b e t t e r  
unders tand  t h e  d i r e c t i o n  of s c h o o l  reform i n  Iowa, and 
i n d i r e c t l y ,  t h e  n a t i o n .  
Purpose/Importance of t h e  Study 
The purpose  of t h i s  s t u d y  was t o  c o n t r i b u t e  t o  a b e t t e r  
unders tand ing  of what Iowa s c h o o l  s u p e r i n t e n d e n t s  b e l i e v e  
t h e  f u t u r e  of K - 1 2  Iowa educa t i on  a t  t h e  t u r n  o f  t h e  c e n t u r y  
shou ld  be; t o  inform s tate  and  l o c a l  p o l i c y  makers o f  
i n s i g h t s  and v i s i o n s  t h a t  Iowa schoo l  l e a d e r s  have  r e g a r d i n g  
what i s  impor t an t  f o r  t h e  f u t u r e  of t h e  c h i l d r e n  and you th  
i n  t h e  s t a t e ;  and t o  c o n t r i b u t e  t o  t h e  l i t e r a t u r e  on  
v i s i o n a r y  l e a d e r s h i p  of l o c a l  d i s t r i c t  l e v e l  l e a d e r s .  
Problem Sta tement  
The problem of t h i s  s t u d y  was t o  d e s c r i b e  what Iowa 
s u p e r i n t e n d e n t s  e n v i s i o n  a s  c h a r a c t e r i s t i c s  of  t h e  i d e a l  
Iowa schoo l  system a t  t h e  t u r n  o f  t h e  cen tu ry  and t h o s e  
barriers t h e y  b e l i e v e  w i l l  i n h i b i t  t h e  v i s i o n  from becoming 
a r e a l i t y .  
Research Ques t i ons  
The fo l lowing  r e s e a r c h  q u e s t i o n s  guided t h i s  s t u d y :  
1. I f  you cou ld  c r e a t e  a  sys tem of q u a l i t y  Iowa 
schoo l ing  f o r  t h e  21s t  c e n t u r y  what d o  you b e l i e v e  
it should  look  l i k e ?  
2 .  Given your  knowledge of  c u r r e n t  educa t i ona l  r e fo rm  
e f f o r t s  i n  Iowa and your  own d i s t r i c t ,  what d o  you 
s e e  a r e  b a r r i e r s  t h a t  keep your  i d e a l  v i s i o n  from 
becoming a r e a l i t y ?  
Assumption 
The under ly ing  assumpt ion o f  t h i s  s t udy  was t h a t  
because  t h e  i n t e r v i e w e e s  w e r e  r ecogn ized  l e a d e r s  i n  t h e i r  
own d i s t r i c t s ,  a s  w e l l  as l e a d e r s  i n  t h e  s t a tewide  
e d u c a t i o n a l  reform e f f o r t s ,  each had developed a  v i s i o n  of 
what t hey  thought 2 l s t - c e n t u r y  Iowa s c h o o l s  should be a n d  a t  
the same t i m e  were w e l l  aware of t h e  barriers t h a t  would 
likely s t a n d  i n  t h e  way of implementing t h e i r  v i s i o n .  
L imi t a t i ons  
The l i m i t a t i o n s  of t h i s  s tudy  a r e :  
1. 
  here a r e  always r e s t r a i n t s  on  be ing  comple t e ly  
open ,  s u p e r i n t e n d e n t s '  responses  may be i n t e n t i o n a l l y  
selective and t he  in fo rmat ion  ga the r ed  incomple te  (Punch ,  
1986). 
2 .  The i n t e n t  of t h i s  s t udy  was t o  p r o v i d e  i n s i g h t  
into the f u t u r e  of schools  i n  Iowa. The f i n d i n g s  canno t  be  
gene ra l i zed  a c r o s s  d i s t r i c t s  (Merriam, 1 9  89 ) o r  cons ide r ed  
p r e s c r i p t i o n s  f o r  i n d i v i d u a l  school  d i s t r i c t s .  
3 .  While t h e r e  a r e  many a r e a s  o f  e d u c a t i o n a l  r e fo rm 
that c o u l d  have been i nc luded  t o  gu ide  t h i s  s t u d y ,  a s  a way 
t o  narrow t h e  scope of t h i s  r esea rch  e f f o r t  t h e  i n t e r v i e w s  
focused on fou r  major  f a c t o r s  t h a t  i n f l u e n c e  s t u d e n t  
l e a r n i n g :  decision-making, i n s t r u c t i o n ,  cu r r i cu lum,  and 
technology. 
Definition of Terms 
The fo l lowing terms were used i n  t h i s  s t u d y :  
1. V i s i o n  i s  a b l u e p r i n t  of a  d e s i r e d  s t a t e ;  an image 
of a p r e f e r r e d  c o n d i t i o n  of t he  f u t u r e  t h a t  o n e  works t o  
achieve (She ive  & Schoenhe i t ,  1987) .  
2 .  Visionary leadership is the leader's ability to 
visualize a preferred future for the organization in the 
context of established values, to understand the key 
situational characteristics that must be incorporated into 
their visions, to communicate the vision in terms of mission 
and purpose, and then to focus the attention and energies to 
a1 1 stakeholders on accomplishing these goals ( Bennis & 
Nanus, 1985; Sashkin, 1988; Sheive & Schoenheit, 1987). 
3. Twenty-first century as its used here focuses 
primarily on the first decade, or the years 2000-2010.  
sch 
inf luence  on t h e  c u r r e n t  reform e f f o r t s  i n  America's 
schools.  
Vision: A D e f i n i t i o n  
A v i s i o n ,  according t o  Bennis and Nanus ( 1 9 8 5 )  i s  a 
c l e a r  view of a  be l ievable  and a t t r a c t i v e  f u t u r e  f o r  an 
organizat ion,  a  t a r g e t  t h a t  beacons. I t  i s  not simply a  
vague i d e a l  of a  d e s i r e d  end; nor i s  it a c l e a r  p i c t u r e  of a  
s i n g l e  a spec t .  A v i s i o n  i s  a n  opera t ing  paradigm of a l l  
aspec ts  of the  organizat ion being crea ted  and t h e  a c t u a l  
s t e p s  necessary t o  make t h a t  paradigm a r e a l i t y  (Behrens, 
1 9 8 9 ;  Goodlad, 1 9 9 0 ) .  A v i s i o n  t akes  a  p i c tu re  of t h e  whole 
t h a t  i s  more than a  mere snapshot ;  it r e f l e c t s  on t h e  
process of picture-making a s  we l l  a s  the  end product (Senge, 
1 9 9 0  ) . Visions compose new r e a l i t i e s ,  interconnected p a r t s .  
Visions f o r  publ ic  schools involve  such components a s  
educat ional  philosophy, va lues ,  mission,  goa ls ,  c u l t u r e  and 
cl imate ,  s t a f f  development a c t i v i t i e s ,  c u r r i c u l a ,  
o rganiza t iona l  s t r u c t u r e s ,  school  f inance ,  and a  myriad of 
o t h e r  interdependent components (Renchler, 199 1 ) . 
I m p l i c i t  i n  t h e  des ign  of a  d e s i r e d  r e a l i t y  i s  t h a t  a  
v i s i o n  compels o t h e r s  t o  a c t  (Sch l ec ty ,  1990 ) .  Vis ions  
demand change which i n  t u r n  causes a c t i o n .  Such a c t i o n  has  
s e v e r a l  c h a r a c t e r i s t i c s .  F i r s t ,  because v i s i o n s  c r e a t e  
exc i t ement  by r evea l i ng  ennobling under ly ing  v a l u e s  and 
b e l i e f s  (Lewis, 1989; Senge, 1990) .  S ta tements  of v a l u e s  and 
b e l i e f s  can i n s p i r e  i n  o t h e r s  a  p a s s i o n a t e  commitment t o  
make t h e  v i s i o n  a  r e a l i t y  because it invo lves  them i n  a 
h i g h e r  purpose .  When people have a  v i s i o n  t hey  t r u l y  want t o  
accomplish and t h a t  mat te r s  deeply t o  them, t h e i r  a b i l i t y  t o  
c r e a t e  s o l u t i o n s  and t o  engage i n  l e a r n i n g  i s  enhanced 
(Senge,  1990 ) .  
Second, whi le  t h e  v i s i on  a f f i r m s  t h e  d i g n i t y ,  wor th ,  
and competence of t hose  who a r e  being asked t o  change, i t  
a l s o  c l e a r l y  p o i n t s  o u t  t h a t  unless  change does  occur ,  t h e  
v a l u e s  of  those  i n d i v i d u a l s  being asked t o  change w i l l  be  
t h r e a t e n e d  ( Schlec ty ,  1988 ) . The v i s i o n  emphasizes t h a t  
c u r r e n t l y  embraced values  a r e  more l i k e l y  t o  be t h r e a t e n e d  
i f  t h e  s t a t u s  quo i s  r e t a i n e d  than  i f  t h e  pa in  of change i s  
endured.  Corporate and educat ional  l e a d e r s  d e l i n e a t e  t h e  
n e g a t i v e  consequences of n o t  pursuing d e s i r e d  outcomes of  a 
v i s i o n .  Crea t ive  t e n s i o n  i s  genera ted  by c o n c u r r e n t l y  
p r e s e n t i n g  t h e  v i s i o n  while  t e l l i n g  t h e  t r u t h  abou t  c u r r e n t  
r e a l i t y  (Senge, 1990 ) .  
Third, a  v i s i o n  r e f e r s  t o  a f u t u r e  s t a t e  t h a t  has never  
before  e x i s t e d .  That  r e fe rence  t o  t h e  f u t u r e  engenders 
commitments t o  a c t  and d i f f e r e n t i a t e s  a v i s i o n  from 
s t r a t e g i c  planning and goa l - se t t ing  (Bennis & Nanus, 1985) .  
A school,  f o r  example, i s  dep ic t ed  i n  terms of how it w i l l  
be posi t ioned i n  i t s  f u t u r e  environment and how it w i l l  
funct ion i n t e r n a l l y  (Renchler , 1 9 9 1 )  . 
Visions without  r e fe rence  t o  an idea l i zed  f u t u r e  a r e  
weak and hollow. These v i s i o n s  w i l l  n o t  muster the  w i l l  and 
hard work necessary t o  t ransform the v i s i o n  t o  r e a l i t y .  
Commitment t o  change i s  genera ted  only  when a t t e n t i o n  i s  
focused on fu tu re  s o l u t i o n s  r a t h e r  than  present  dilemmas 
(Schlec ty ,  1 9 8 8  ) . Envisioning involves  a be l ie f  t h a t  t h e  
f u t u r e  can be  inf luenced and changed by what one does now. 
Ef fec t ive  school l e a d e r s  c r e a t e  s t r a t e g i c  v is ions  t h a t  
connect t h e  r e a l i t y  of the p r e s e n t  t o  t h e  p o s s i b i l i t i e s  of 
t h e  fu tu re  (Renchler ,  1 9 9 1 ) .  
Fourth, v i s i o n s  focus on r e s u l t s  (Schlecty,  1 9 9 0 )  . 
Visions containing measurable outcomes of both s h o r t  and 
long-term t a r g e t s  (Herman, 1 9 9 0  ) cause purposeful a c t i o n .  
Members of t h e  organiza t ion  must know t h a t  everyone w i l l  be 
expected t o  judge t h e i r  own performance and t h e  performance 
of o the r s  aga ins t  c l e a r  outcomes embedded i n  t h e  v i s i o n .  
When a comprehensive v i s i o n  has been crea ted ,  outcomes a r e  
not measured i n  i s o l a t i o n .  I n s t e a d ,  ind iv idua l s  a l s o  should 
a s k  "Am I doing a l l  I can do t o  a s s u r e  t h a t  t h i s  
o r g a n i z a t i o n  i s  g e t t i n g  t h e  r e s u l t s  it shou ld  g e t  wi thou t  
v i o l a t i n g  t h e  values  we hold  sac red?"  
Grea t  v i s i o n s  a r e  u sua l l y  cons ide red  by t h e  m a j o r i t y  t o  
be u n a t t a i n a b l e  and i m p r a c t i c a l .  But i t  i s  t h e  q u a l i t y  t h a t  
f a s c i n a t e s  and g ive s  t h e  v i s i o n  i t s  power. P r e s i d e n t s  
Kennedy and Johnson envis ioned l and ing  on t h e  moon. Mart in 
Luther  King envisioned a  world where c i t i z e n s  were judged by 
accomplishments and n o t  s k i n  c o l o r .  Ne i the r  dream was t i e d  
t o  t h e  r e a l i t i e s  of t h e  t ime  i n  which t h e y  w e r e  conceived.  
Vis ions  l i k e  t h e s e  t h a t  cause  s i g n i f i c a n t  change a r e  nove l ,  
bo ld ,  b rave ,  and even f r i g h t e n i n g  t o  t hose  who can not  o r  
w i l l  n o t  look beyond t h e  p r e s e n t  ( S c h l e c t y ,  1990) . 
Vision: Rela t i onsh ip  t o  Leadersh ip  
The not ions  of l e ade r sh ip  and v i s i o n  a r e  c l o s e l y  
i n t e r t w i n e d .  When Bennis and Nanus ( 1985 ) in terviewed 9 0 
s u c c e s s f u l  corpora te  and p u b l i c  s e c t o r  l e a d e r s ,  t h e y  found 
t h a t  a l l  of them possessed a  compelling v i s i o n  and 
demonst ra ted  an unpa ra l l e l ed  concern wi th  t h e  outcomes 
i m p l i c i t  i n  t h e i r  v i s i o n .  Leaders a r e  paradigm p ioneers  
(Ba rke r ,  1988) .  They c r a f t  t he  f u t u r e  through v i s i o n .  They 
do no t  wa i t  f o r  it t o  happen* 
Success fu l  educa t iona l  l e ade r s  possess  v i s i o n s  (Chance 
& Grady, 1 9 9 0 ) .  E f f ec t i ve  Texas school  p r i n c i p a l s  could 
l e a d e r s h i p  p r o v i d e  p o s i t i v e  r e i n f o r c e m e n t  f o r  good work, 
m e r i t  pay f o r  i n c r e a s e d  pe r fo rmance ,  promotion f o r  i n c r e a s e d  
p e r s i s t e n c e ,  and a f e e l i n g  of b e l o n g i n g  f o r  c o o p e r a t i o n  
( S e r g i o v a n n i ,  1990)  . Senge ( 1 9 9 0 )  t a l k s  of t r a n s a c t i o n a l  
l e a d e r s  a s  ones who o f t e n  f o c u s  on a c h i e v i n g  something  
r e l a t i v e  t o  an o u t s i d e r .  S c h o o l  s u p e r i n t e n d e n t s  who desire 
t h e i r  s t u d e n t  achievements  scores t o  be  h i g h e r  t h a n  a 
n e i g h b o r i n g  d i s t r i c t ,  o r  CEOs who want t o  b e a t  o u t  t h e  
c o m p e t i t i o n  and become number one ,  are examples o f  l e a d e r s  
w i t h  e x t r i n s i c a l l y  m o t i v a t e d  v i s i o n s .  S c h l e c t y ,  ( 1 9 8 8  ) g o e s  
o n  t o  e x p l a i n  t h a t  w h i l e  such  o u t s i d e  t h r e a t s  can  u n i t e  
g r o u p s  a g a i n s t  something,  t h e y  do  n o t  g e n e r a t e  a c t i o n  
d i r e c t e d  toward a t t a i n i n g  w o r t h w h i l e  g o a l s .  I n  e s s e n c e  
e d u c a t i o n a l  l e a d e r s  * p r a c t i c i n g  t r a n s a c t i o n a l  l e a d e r s h i p  
encourage  t h e i r  s t a f f  t o  d o  wha t  i s  expec ted ,  b u t  l i t t l e  
e lse  ( S e r g i o v a n n i ,  1 9 9 0 ) .  
S u c c e s s f u l  l e a d e r s  do more. They m a r s h a l 1  t h e i r  
i n t e r n a l  w i l l  by f o c u s i n g  on p e r s o n a l ,  i n t r i n s i c  i n n e r  
s t a n d a r d s  o f  e x c e l l e n c e  (Senge ,  1990 ) . T h e i r  v i s i o n  d e v e l o p s  
f r o m  a look i n s i d e  themse lves  and  a n  examinat ion  of  t h e  
p u r p o s e s ,  b e l i e f s ,  a n d  v a l u e s  t h a t  t h e y  c h e r i s h .  They c r e a t e  
t h e i r  o r g a n i z a t i o n a l  v i s i o n  a r o u n d  t h i s  knowledge. Burns 
( 1 9 7 8  ) c a l l s  t h i s  k i n d  of l e a d e r s h i p  " t r a n s f o r m a t i o n a l  " 
l e a d e r s h i p .  
c l e a r l y  d e s c r i b e  t h e i r  v i s i o n s ,  whi le  i n e f f e c t i v e  p r i n c i p a l s  
had no v i s i o n  f o r  t h e i r  s choo l  (Behrens,  1989) . I n s t e a d ,  
l e s s  s k i l l e d  p r i n c i p a l s  focused on main ta in ing  t r a n q u i l l i t y  
and t h e  s t a t u s  quo* 
The v i s i o n s  s u c c e s s f u l  p r i n c i p a l s  c r e a t e  are power fu l .  
A£ ter  obse rv ing  e i g h t  ve ry  good e lementary  s choo l  
p r i n c i p a l s ,  Blumberg and Green f i e ld  (1980)  no ted  o n e  
c h a r a c t e r i s t i c  t h e y  a l l  sha red :  t h e i r  v i s i o n s  f o r  t h e i r  
schoo ls  were  nob l e ,  r e a l i s t i c ,  and c l e a r .  They p rov ided  a 
sha rp  image of  t h e i r  f u t u r e  s choo l s  t h a t  i nc luded  a c a r e f u l  
d e s c r i p t i o n  of  t h e i r  own r o l e s  i n  t h o s e  s choo l s ,  a  c lear  
image of t h e  change process  i t s e l f ,  and a framework w i t h i n  
which t o  a c t  on a  d a i l y  b a s i s  (Manasse, 1 9 8 6 ) .  
Sheive  and Schoenhei t  ( 1 9 8 7 ) ,  i n  t h e i r  s t u d y  o f  1 2  
h igh ly  e f f e c t i v e  e d u c a t i o n a l  l e a d e r s ,  found t h a t  t h e i r  
v i s i o n s  con t a ined  two dimensions .  They c r ea t ed  a n  
o r g a n i z a t i o n a l  v i s i o n  focused  on t h e  s p e c i f i c  outcomes t h e y  
wished t o  see m a t e r i a l i z e  i n  t h e i r  p a r t i c u l a r  s c h o o l s .  They 
a l s o  espoused a  u n i v e r s a l  v i s i o n  t h a t  t r anscended  t h e i r  
l oca  1 c o n d i t i o n s  and a r t i c u l a t e d  t h e i r  gene ra l  p h i l o s o p h y  of 
educa t i on .  
Many less e f f e c t i v e  schoo l  l e a d e r s  deve lop  v i s i o n s  
p r e d i c a t e d  o n l y  on e x t e r n a l  s t a n d a r d s  and rewards  ( Burns,  
1 9 7 8 ;  Senge,  1 9 9 0 ) .  Burns (1978 )  c a l l s  t h i s  " t r a n s a c t i o n a l "  
l e a d e r s h i p .  School  l e a d e r s  u t i l i z i n g  a t r a n s a c t i o n a l  form of 
Trans format iona l  l e a d e r s  he lp  mo t iva t e  t h e i r  f o l l o w e r s  
by h e l p i n g  them t o  h i g h e r  o rde r  p sycho log i ca l  needs,  needs  
f o r  esteem, autonomy, and s e l f - a c t u a l i z a t i o n  (Se rg iovann i ,  
1990)  . They i n s p i r e  t h e i r  fo l lowers  by f o c u s i n g  them on  
moral  q u e s t i o n s .  Transformat ional  l e a d e r s  know t h a t  what  
c o u n t s  t o  most peop le  i s  what they b e l i e v e ,  how t h e y  f e e l ,  
and t h e  s o c i a l  bonds t h e y  form ( E t z i o n i ,  1988 ) .  
T rans fo rma t iona l  schoo l  l e a d e r s  c r e a t e  commitment i n  t h e i r  
s t a f f ,  commitment t o  a set  of purposes and b e l i e f s  a b o u t  
t e a c h i n g  and l e a r n i n g ,  and a  v i s i o n  of what t h e  s c h o o l  
d i s t r i c t  can become (Serg iovann i ,  1 9 9 0 ) .  
One of t he  c h a l l e n g e s  fac ing  s c h o o l  l e a d e r s  i s  
deve lop ing  t h e  a b i l i t y  t o  connect t h e i r  h e c t i c  r o u t i n e  
a c t i v i t i e s  t o  i n s t r u c t i o n a l  outcomes (Dwyer, 1984) .  
E f f e c t i v e  schoo l  l e a d e r s  do t h i s  by e s t a b l i s h i n g  v i s i o n s  
t h a t  a r e  f i rm ly  grounded i n  a we l l -de f ined  set  of  pu rpose s  
(Leithwood,  1987; Leithwood & S t a g e r ,  1 9 8 9 ) .  The i r  v i s i o n  
p ro found ly  a f f e c t s  t h e  con t en t  of t h e i r  d a i l y  r o u t i n e .  
Research  conducted a t  t h e  Center  f o r  t h e  Advanced S tudy  o f  
Educa t i ona l  Leadersh ip  ( H a l l i n g e r  & McCary, 1 9 9 1 )  s u g g e s t s  
t h a t  e d u c a t i o n a l  l e a d e r s  who implement t h e  l e a d e r s h i p  
f u n c t i o n  i n  ways t h a t  make a d i f f e r e n c e  f o r  s t u d e n t s  and 
t e a c h e r s  cons ide r  t h e  i n t e r p l a y  between a c t i o n s  and 
r e s p o n s e s  i n  l i g h t  of  a set of purposes .  
Vis ionary  l e a d e r s  a r e  a v i d  l e a r n e r s .  They have a 
p a s s i o n a t e  commitment t o  changing t h e  way t h e y  and o t h e r s  
t h i n k  and do bus ine s s  (Senge,  1990) .  They manage themse lves  
w e l l  (Bennis  & Nanus, 1985)  and unders tand t h a t  s e l f  
management i s  c r i t i c a l  t o  suppo r t i ng  t h e  i n i t i a t i v e s  of  
o t h e r s  without  becoming p a t r o n i z i n g .  The i r  h e a l t h y  
s e l f - r e g a r d  a l lows them t o  extend involvement i n  t h e  
s c h o o l ' s  improvement t o  t e a c h e r s ,  p a r e n t s ,  and s t u d e n t s  
( B a r t h ,  1990) .  
Vis ionary  l e a d e r s  s t a r t  by pu r su ing  t h e i r  own v i s i o n  
b u t  t h e y  l e a r n  t o  l i s t e n  c a r e f u l l y  t o  o t h e r s '  v i s i o n s  and 
see t h a t  t h e i r  v i s i o n  i s  p a r t  of something l a r g e r  (Senge,  
1 9 9 0 ) .  Ins tead o f  pos se s s ing  t h e i r  v i s i o n  t h e y  become i ts  
s t eward .  The v i s i o n  c e a s e s  t o  be a  pos se s s ion  and becomes a  
c a l l i n g .  George Bernard Shaw (Senge,  1990) d e s c r i b e s  t h e  
t r a n s c e n d e n t  q u a l i t y  t h a t  e n e r g i z e s  v i s i o n a r y  l e a d e r s :  
T h i s  i s  t h e  t r u e  joy i n  l i f e ,  t h e  be ing  used f o r  a  
purpose  recognized by you r se l f  a s  a  mighty one . . . 
t h e  being a f o r c e  of  n a t u r e  i n s t e a d  of a  f e v e r i s h ,  
s e l f i s h  l i t t l e  c l o d  of a i l m e n t s  and g r ievances  
complaining t h a t  t h e  world w i l l  n o t  devo te  i t s e l f  t o  
making you happy. ( p .  352 )  
Vis ionary  l e a d e r s  a r e  n o t  n e c e s s a r i l y  c h a r i s m a t i c  
p e r s o n a l i t i e s  ( P e t e r s  & Waterman, 1982 ) .  They a r e  n o t  a lways  
imposing people w i t h  f i r e  i n  t h e i r  b e l l i e s .  Some l e a d e r s  
i n s p i r e  o the r s  w i t h  t h e i r  h igh  v i s i b i l i t y  and cons tancy .  
The i r  knack a t  shap ing  v a l u e s  and s e l l i n g  t h e i r  v i s i o n  is  
t i e d  t o  t h e i r  s i n c e r i t y .  They do n o t  g i v e  up .  They l i v e  
t h e i r  dream--everyday. Not o n l y  d o  t h e y  t a l k  i n c e s s a n t l y  
abou t  t h e i r  v i s i o n ,  but a l s o  work t o  r e i n f o r c e  i t  th rough  
p e r s o n a l  a c t i o n s ,  h i r i n g  p r a c t i c e s ,  and o r g a n i z a t i o n a l  
s t r u c t u r e s  t h e y  support  (Rogus , 1990 ) . Vis ionary  leaders a r e  
c o n t i n u a l l y  he lp ing  people  see t h e  b i g  p i c t u r e :  how parts of 
t h e i r  o r g a n i z a t i o n  i n t e r a c t  and t h e  longer  and b r o a d e r  
impac t  of l o c a l  dec i s i ons  (Senge,  1990 ) . Vis iona ry  l e a d e r s  
a re  t e a c h e r s .  They do n o t  p r e t end  t o  have f i n a l  answers .  
Most i m p o r t a n t l y  v i s i o n a r y  l e a d e r s  a r e  humble, l i f  e - long 
l e a r n e r s .  
V i s i o n :  I n f l uence  on School  Reform 
Most c u r r e n t  proponents of  s c h o o l  reform deve lop  o n l y  
one  good i d e a  and  r a r e l y ,  i f  e v e r ,  do t h e  myriad of 
recommendations i n  r e c e n t  e d u c a t i o n a l  reform r e p o r t s  
c o n n e c t .  While a few of t h e  r e p o r t s  have a t t empted  t o  c r e a t e  
a n  i n t e g r a t e d  concept ion of t h e  complex schoo l  sy s t ems ,  i n  
g e n e r a l  t h e y  have no t  developed p r o a c t i v e ,  f u t u r e  o r i e n t e d ,  
h o l i s t i c  v i s i o n s  t h a t  d e s c r i b e  d e s i r a b l e  and e x c e l l e n t  
outcomes (Sa ra son ,  1990) .  In  1984 t h e  Department of 
Educat ion de sc r i bed  i n  A Nation Responds: Recent  E f f o r t s  t o  
Improve Education t h e  t i d a l  wave o f  reforms t h a t  occu r r ed  i n  
r e sponse  t o  t h e  National  Commission on Exce l l ence  i n  
Educa t i on ' s  r e p o r t  of  t h e  p r ev ious  y e a r ,  A Nation a t  Risk 
(Passow, 1 9 8 9 ) .  Th i s  r e p o r t  provided an  e x t r a o r d i n a r y  a r r a y  
o f  reform i n i t i a t i v e s  : s i t e - b a s e d  management, b u s i n e s s  
schoo l  p a r t n e r s h i p s ,  changes i n  voca t i ona l  e d u c a t i o n ,  and 
t h e  need f o r  a  t e c h n o l o g i c a l  r e v o l u t i o n .  By 1986, however, 
most o f  t h e s e  re fo rm e f f o r t s  were u n i f i e d  by t w o  p r imary  
themes: more r i g o r o u s  academic s t a n d a r d s  f o r  s t u d e n t s  and 
more r e c o g n i t i o n  and h ighe r  s t a n d a r d s  f o r  t e a c h e r s .  
L ike  a l l  re fo rm r e p o r t s  t h a t  have appeared r e g u l a r l y  
s i n c e  t h e  Repor t  of t h e  Committee o f  Ten i n  1893, t h e  
ou tpour ing  of a c t i v i t i e s  a t  t h e  f e d e r a l ,  s t a t e ,  and l o c a l  
l e v e l s  a f t e r  p u b l i c a t i o n  of A Nation a t  Risk focused  on 
f i x i n g  a s p e c t s  o f  t h e  c u r r e n t  sys tem of American e d u c a t i o n  
(Passow, 1 9 8 9 ) .  The system itself was never q u e s t i o n e d  and 
n o t  one r e p o r t  asked why t h e s e  reforms should be any  more 
s u c c e s s f u l  than  s i m i l a r  s choo l  reform e f f o r t s  a t t e m p t e d  i n  
t h e  p a s t  (Sa r a son ,  1 9 9 0 ) .  No r e p o r t  was found t h a t  
ques t ioned  t h e  u s e f u l n e s s  of t h e  c u r r e n t  o l d ,  e s s e n t i a l l y  
unchanged, sys tem i n  a  modern s o c i e t y  t h a t  ha s  e x p e r i e n c e d  
d r a s t i c  c u l t u r a l  changes. S ince  t h e  1970s  American 
e d u c a t i o n a l  p o l i c y  ha s  s h i f t e d  a  g r e a t  d e a l  from e q u i t y  t o  
e x c e l l e n c e ,  from needs and acce s s  t o  a b i l i t y  and 
s e l e c t i v i t y ,  from r e g u l a t i o n s  and enforcement t o  
d e r e g u l a t i o n ,  from t h e  common schoo l  t o  p a r e n t a l  c h o i c e  and 
i n s t i t u t i o n a l  compe t i t i on ,  and from s o c i a l  w e l f a r e  conce rns  
t o  economic and p r o d u c t i v i t y  conce rns .  Y e t ,  even t o  t h e  
u n t r a i n e d  eye c lassrooms and p l a y  grounds,  t e a c h e r s ,  and 
i n s t r u c t i o n  look remarkably t h e  same. Cur ren t  r e fo rm e f f o r t s  
have produced minor i n n o v a t i o n s  t h a t  g i v e  t h e  impress ion  of 
change,  bu t  t h e  deep s t r u c t u r e s  o f  s choo l i ng  s t ubbo rn ly  
remain .  
Why has  t h e  r e s e a r c h  t o  d a t e  f a i l e d  t o  examine t h e  
under ly ing  s t r u c t u r e s  and systems t h a t  c o n t r o l  t h e  t i n y  
p i e c e s  of d a i l y  t e a c h e r  and s t u d e n t  i n t e r a c t i o n  and 
behav ior?  The l i t e r a t u r e  suppo r t s  t h e  idea  t h a t  t h e  answer,  
l i k e  t h e  q u e s t i o n ,  i s  messy and complex. The o r g a n i z a t i o n a l  
dynamics of  schoo l  sys tems a r e  embedded i n  and r e f l e c t i v e  of 
t h e  American s o c i e t y  t h a t  c r e a t e d  and nu r tu r ed  them 
(Sarason ,  1 9 9 0 ) .  To unders tand  t h e  problem and t o  f i n d  a  
meaningful  answer a  number of s u b j e c t s  must be r e s e a r c h e d .  
F i r s t ,  t h e  u n i v e r s i t i e s  t h a t  p r e p a r e  t h e  f a c u l t y ,  second,  
t h e  p o l i t i c a l  system t h a t  c r e a t e s  t h e  r u l e s  and r e g u l a t i o n s ,  
t h i r d ,  t h e  fami ly  systems t h a t  n u r t u r e  t h e  s t u d e n t s ,  and 
f i n a l l y ,  t h e  p r i v a t e  b e l i e f  sys tems  t h a t  d r i v e  t h e  f a c u l t y .  
Once school  l e a d e r s  remove t h e  p r o t e c t i v e  cove r ing  t h e y  
beg in  t o  see powerful  s t r u c t u r e s  t h a t  do  c o n t r o l  t h e  world 
o f  schoo l ing  and d i s c o v e r  t h a t  o t h e r  s t r u c t u r e s  t hough t  t o  
be t h e  c o n t r o l l e r s ,  a r e  n o n - e x i s t e n t .  T r a d i t i o n a l  s capegoa t s  
such as funding and governance s t r u c t u r e s  l o s e  power when 
s choo l  l e ade r s  f a c e  t h e  f a c t  t h a t  t h e  r e a l  o b s t a c l e s  t o  
s c h o o l  reform are t h e  v a l u e s  and b e l i e f s  abou t  t e a c h i n g  and 
l e a r n i n g  he ld  by members of t h e  s c h o o l  community ( S c h l e c t y ,  
1 9 9 0  ) . They must be  brave  enough t o  admit  t h a t  many of t h e i r  
c h e r i s h e d  assumptions and axioms abou t  s choo l  are no longer  
v a l i d ,  i f  t h ey  e v e r  w e r e  (Sarason,  1 9 9 0 ) .  
The problem i s  not  t e c h n i c a l .  Nor i s  i t  m o t i v a t i o n a l .  
Nor i s  it moral .  The problem i n h e r e s  i n  your  
u n r e f l e c t i v e  acceptance  of a ssumpt ions  and axioms t h a t  
seem so  obv ious ly  r i g h t ,  n a t u r a l ,  and p roper  t h a t  t o  
ques t i on  them i s  t o  ques t i on  your  r e a l i t y .  The re fo r e ,  
f a ced  w i th  f a i l u r e  a f t e r  f a i l u r e ,  having t r i e d  t h i s ,  
t h a t ,  and a lmost  eve ry  t h i n g  else, you d o n ' t  examine 
your bedrock assumptions.  I n s t e a d ,  you come up w i th  
v a r i a t i o n s  on p a s t  themes. ( p .  1 4 8 )  
Very few c u r r e n t  schoo l  s t r u c t u r e s  i n f l u e n c e  i n d i v i d u a l  
t e a c h i n g  a c t s  ( L i t t l e ,  1 9 8 8 ) .  I n s t e a d ,  s t r o n g  s t r u c t u r e s  
e x i s t  t o  make s choo l s  o r d e r l y  and s a f e ,  t o  t e a c h  b a s i c  
academic and s o c i a l  s k i l l s ,  and t o  ma in t a in  good r e l a t i o n s  
w i t h  p a r e n t s  and wi th  t h e  l o c a l  p u b l i c .  Y e t  few l e a d e r s  o f  
e d u c a t i o n a l  reform unders tand t h e  r i g i d  o r g a n i z a t i o n  of 
s c h o o l s  t h a t  h a s  evolved over  s e v e r a l  hundred y e a r s  (Cuban, 
Reformers wi th  a  b l i ndnes s  t o  t h e s e  powerful  s t r u c t u r e s  
o f t e n  hand down harsh  ind ic tments  of t e a c h e r s  and schoo l  
a d m i n i s t r a t o r s .  The i r  s o l u t i o n  t o  t h e  e d u c a t i o n a l  m e s s  i s  t o  
g e t  new and b e t t e r  t r a i n e d  f a c u l t y .  The Holmes Group, t h e  
Ca rneg i e  Forum, and t h e  Educat ional  Commission of t h e  S t a t e s  
r e p o r t s  a l l  a r g u e  t h a t  t h e  answer t o  e d u c a t i o n a l  med ioc r i t y  
i s  a t t r a c t i n g  b e t t e r  t e a c h e r  c a n d i d a t e s ,  p r o v i d i n g  more 
r i g o r o u s  u n i v e r s i t y  t r a i n i n g  t o  them, and improving both t h e  
working  c o n d i t i o n s  and r ewards  o f  t e a c h e r s  once  t h e y  are 
employed (Passow, 1 9 8 9 ) .  A t t r a c t i o n  and  r e t e n t i o n  o f  more 
t a l e n t e d  f a c u l t y  i s  s e e n  as t h e  answer  t o  t h e  e d u c a t i o n a l  
m a l a i s e .  The v i l l a i n s  a r e  t h e  e d u c a t o r s  and t h e  s t r u c t u r e s  
t h a t  select ,  t r a i n ,  and r e t a i n  them. The systemic p r e s s u r e s  
t h a t  impact  on e d u c a t o r s  i n  t h e  s c h o o l  environment  a re  
i g n o r e d .  
Another  f a u l t y ,  n a r r o w l y  focused  r e fo rm e f f o r t  i s  b a s e d  
on  t h e  l o n g - s t a n d i n g  b e l i e f  t h a t  secondary  t e a c h e r s  a re  
somehow more r i g i d  and less c h i l d - c e n t e r e d  t h a n  e l e m e n t a r y  
t e a c h e r s .  Reformers  s e e  t h e  s o l u t i o n  as s t a f f  deve lopment  
a c t i v i t i e s  f o r  e x i s t i n g  f a c u l t y  o r  rep lacement  of  t h e  
f a c u l t y  w i t h  o t h e r  more c h i l d - c e n t e r e d  pe r sons .  Again ,  t h e  
f o c u s  remains on human r e s o u r c e  development  r a t h e r  t h a n  o n  
t h e  system t h a t  impinges upon them. S t r u c t u r a l  
c h a r a c t e r i s t i c s  c l e a r l y  d i f f e r e n t i a t e  e l e m e n t a r y  s c h o o l s  
from secondary  s c h o o l s  (Cuban, 1 9 8 4  ) . These s t r u c t u r e s  mold 
t e a c h e r  and s t u d e n t  b e h a v i o r .  Y e t  many r e f o r m e r s  of 
s e c o n d a r y  s c h o o l s  c o n t i n u e  t o  f o c u s  on r e h a b i l i t a t i n g  
r e c a l c i t r a n t  t e a c h e r s .  They d o  n o t  see t h e  e n a b l i n g  system. 
They do n o t  r e c o g n i z e  t h e  t h r e e  s t r u c t u r a l  d i f f e r e n c e s  t h a t  
d i f f e r e n t i a t e  secondary  and e l e m e n t a r y  schoo l s :  
1. D i f f e r e n c e s  i n  c o n t e n t :  s econdary  s c h o o l s  e m p h a s i z e  
s u b j e c t  m a t t e r  which e l e m e n t a r y  s c h o o l s  f o c u s  on  d e v e l o p i n g  
t h e  l e a r n i n g  t o o l s .  
2 .  Differences i n  contac t  time with s tudents :  
secondary teachers  see a  p a r t i c u l a r  s t u d e n t s  55 minutes per  
day, elementary teachers  have t h e  same s tuden t s  a l l  day. 
3 .  Differences i n  e x t e r n a l  pressures  : secondary 
t eache r s  and s tudents  a r e  subjec ted  t o  pressure  from 
a c c r e d i t i n g  a s soc ia t ions ,  c o l l e g e  en t rance  requirements, 
S c h o l a s t i c  Aptitude Tes ts ,  e t c .  While s i m i l a r  urgencies 
e x i s t  f o r  elementary teachers  and s tuden t s  the  tens ions  a r e  
considerable  l e s s .  
Reformers of secondary schools  f a i l  t o  recognize t h e  
power of secondary s tudents .  Author i ty  i n  organizat ions 
e x i s t s  only when subordinates  g r a n t  t h e i r  superordinates  a  
l e g i t i m a t e  claim on t h e i r  obedience (Metz , 1 9 9 0  ) . 
Subordinates must decide t o  p a r t i c i p a t e  i n  the  organiza t ion .  
Students  may be coerced i n t o  a t t e n d i n g  school but t h e y  can 
withhold t h e i r  cogni t ive and s o c i a l  engagement. Revamped 
t e a c h e r  t r a i n i n g  programs, increased  academic requirements, 
n a t i o n a l  t e s t i n g ,  and o the r  reform s t r a t e g i e s  a r e  p u t  f o r t h  
without  considerat ion of the  s tuden t  power s t r u c t u r e .  
There a r e  s t i l l  o the r  examples of reform e f f o r t s  t h a t  
a r e  n o t  b u i l t  on a s o l i d  understanding of the  complex web of 
s t r u c t u r a l  forces i n  schools .  The i s s u e  of teacher autonomy 
and s i te-based management i s  a  h o t  t o p i c  t h a t  appears on 
most school reform agendas. Teachers w i l l  adopt more 
e f f e c t i v e  teaching p r a c t i c e s ,  t h e  l o g i c  goes,  i f  allowed 
more c o n t r o l  over  what happens i n  t h e i r  s choo l  and 
c lassroom. Teachers might, f o r  example, abandon 
teacher-centered p r a c t i c e s  i n  favor  of d i s cove ry  l e a r n i n g ,  
o r  t h e y  might s t e p  away from t h e  podium and c r e a t e  
coope ra t ive ,  s tudent -cen te red  l e a r n i n g  groups.  Therefore ,  
t h e r e  has been and cont inues  t o  be reform geared toward 
r e s h i f t i n g  t h e  power from t h e  c e n t r a l  a d m i n i s t r a t i o n  t o  t h e  
s choo l ,  from t h e  p r i n c i p a l  t o  t h e  t eache r .  The reform e f f o r t  
c e n t e r s  on an  event ,  a s i n g l e  s t r u c t u r e  r a t h e r  than  t h e  
whole system. Why won't t h i s  change t each ing  p r a c t i c e ?  
The s o l u t i o n  of s i t e -based  management and t e a c h e r  
empowerment a r e  l audable  goa l s  b u t  expec t ing  t h e s e  changes 
a l o n e  t o  t ransform s tuden t  achievement f a i l s  t o  acknowledge 
t h e  complex s t r u c t u r e s  t h a t  move teacher  behavior .  Unless 
o t h e r  s t r u c t u r a l  and c u l t u r a l  i n f luences  a r e  addressed ,  
t h e s e  e x i s t i n g  in f luences  are powerful enough t o  ma in t a in  
teacher -cen te red  p r a c t i c e s  (Cuban, 1 9 8 4 ) .  The b e l i e f  system 
of each  t e a c h e r  about c h i l d r e n ,  about l e a r n i n g ,  about  what 
s choo l s  should do powerfully i n f luences  what cho ices  t h e  
t e a c h e r  w i l l  make. 
I n  f a c t ,  t h e r e  always have been t eache r s  who be l i eved  
so  s t r o n g l y  i n  p r a c t i c e s  t h a t  r a n  counter  t o  t h e  mainstream 
t h a t  t h e y  forged ahead (Cuban, 1 9 8 4 ) .  They d i d  it ,  d e s p i t e  
t h e i r  l ack  of empowerment, d e s p i t e  t ime and  r e s o u r c e  
c o n s t r a i n t s .  Both the  entrenchment of t e a c h e r s  i n  o l d  
methodologies and t h e  w i l l i n g n e s s  o f  c e r t a i n  t e a c h e r s  t o  
embrace wholly d i f f e r e n t  approaches  t o  i n s t r u c t i o n  can be  
exp l a ined  by t he  b e l i e f  sys tem t h a t  t h e y  developed 
throughout  t h e i r  p r o f e s s i o n a l  c a r e e r .  The s t r o n g  b e l i e f  
system of  some i n d i v i d u a l s  might  be t h e  on ly  f o r c e  g r e a t  
enough t o  cause or i n h i b i t  change by i t s e l f .  However, 
i n d i v i d u a l s  with t h e  s t r e n g t h  nece s sa ry  t o  coun t e r  o t h e r  
powerful  o r g a n i z a t i o n a l  f o r c e s  a r e  r a r e .  The d a i l y  
s t r u c t u r a l  c o n s t r a i n t s  of t i m e  and r e sou rce s  and c o n f l i c t i n g  
c u l t u r a l  norms d e f e a t  many more t e a c h e r s ,  even empowered 
t e a c h e r s .  Most t e a c h e r s  g i v e  up when t hey  s e e  t h a t  t h e y  have 
chosen a path  t h a t  i s  thwar ted  by s t a t e ,  d i s t r i c t ,  and 
schoo l  p o l i c i e s  and norms. I f  rewards  a r e  g iven  to  t h e  
compl ian t ,  t o  t h e  o r d e r l y ,  w i l l  empowered t e a c h e r s  r i s k  t h e  
n o i s y  d i s o r d e r  of  s t uden t - cen t e r ed  l e a r n i n g ?  Because o f  
empowerment w i l l  t h e y  i nnova t e  and r i s k  f a i l u r e ,  i f  t h e i r  
schoo l  c u l t u r e  sends  a c l e a r  message t h a t  good t e a c h e r s  a r e  
t h o s e  whose l e s son  p l ans  go o f f  wi thou t  a  h i t c h  and whose 
s t u d e n t s  a r e  never  o f f - t a s k ?  
Unidimensional reforms implemented i n  a  f ragmenta ry  
f a s h i o n  always have been u n s u c c e s s f u l  i n  e f f e c t i n g  r e a l  
changes i n  t e ach ing  and l e a r n i n g  behav ior  (Ancess , 1 9  9 1 ; 
Sarason,  1 9 9 0 ) .  Even such wor thy  g o a l s  a s  t e a c h e r  
empowerment need t o  belong t o  g r e a t e r  v i s i o n  of  s choo l i ng ,  
i . e . ,  a  v i s i o n  t h a t  i g n i t e s  a p a s s i o n a t e  commitment t o  
r e shape  o r  abandon a l l  s t r u c t u r e s  t h a t  d o n ' t  b u t t r e s s  t h e  
v i s i o n .  
Another shortcoming of  most e d u c a t i o n a l  r e fo rm e f f o r t s  
i s  t h a t  t hey  do n o t  t a l k  abou t  changing t h e  e d u c a t i o n a l  
system (Sarason,  1990 ) .  The v i s i o n s  of t h e s e  re fo rmers  
c e n t e r  on  improving schoo ls ,  do ing  what ha s  been done, o n l y  
do ing  it b e t t e r .  Cuban (1988) b rands  changes l i k e  t h e s e  
f i r s t - o r d e r "  changes.  
But America's schools  a r e  n o t  less e f f e c t i v e  t han  t h e y  
once  w e r e  ( S c h l e c t y ,  1 9 9 0 ) .  I n  f a c t ,  t h e y  a r e  b e t t e r  a t  
do ing  what  t h e y  were expected  t o  do i n  t h e  p a s t .  The problem 
i s  t h a t  t h e  s choo l s  of today and tomorrow f a c e  t a s k s  t h a t  
t h e i r  e d u c a t i o n a l  ance s to r s  neve r  dreamed of t a c k l i n g .  
Schools  do n o t  need improvement, t h e y  need r a d i c a l  
t r a n s f o r m a t i o n .  They need new g o a l s ,  new s t r u c t u r e s ,  new 
r o l e s  a n d  ways of  so lv ing  problems o r  what Cuban (1988 ) 
t e rms  " second-order  " changes. 
Educat ional  reform r e p o r t s  f o c u s  on v i l l a i n s ,  problems,  
and band-aid s o l u t i o n s .  Yet, b r i n g i n g  any  o r g a n i z a t i o n  t o  
e x c e l l e n c e  r e q u i r e s  a v i s i o n  of i t s  i d e a l  form, one t h a t  i s  
f u t u r e - o r i e n t e d  and s t a r t s  w i t h  g rand  n o t i o n s  of what might  
be .  D r e a m s  of space  t r a v e l  had no r e l e v a n c e  t o  t h e  e a r t h l y  
problems of t h e  1950s .  F ly ing  t o  t h e  moon was no t  sugges t ed  
by P r e s i d e n t s  Johnson and Kennedy a s  a  way t o  e r a d i c a t e  
pove r ty  or  e l i m i n a t e  any o t h e r  s o c i a l  i l l s .  I n s t e a d ,  t h e y  
dreamt of  a  magn i f i c en t  f u t u r e  America. America would n o t  
o n l y  occupy a p i e c e  of  t h e  p lane ,  b u t  a  p i e c e  of t h e  s k y .  I n  
s c o r e s  of e d u c a t i o n a l  reform r e p o r t s ,  t h e r e  are n o  
magn i f i c en t  dreams of f u t u r e  s c h o o l s .  I n s t e a d  most r e f o r m e r s  
a c c e p t  t h e  sys tem a s  it i s  and sugges t  t h a t  t h e  e g r e g i o u s  
problems of educa t i on  can be f i x e d  by  improving p a r t i c u l a r l y  
d y s f u n c t i o n a l  p a r t s .  
The powerful  f o r c e  of  v i s i o n  o f  what cou ld  be i s  n o t  
behind most reform e f f o r t s .  I n s t ead  educa t i ona l  r e f o r m e r s  
seem t o  a s s u r e  t h a t  what was t r u e  i n  t h e  p a s t  w i l l  be t r u e  
i n  t h e  f u t u r e  (Sa r a son ,  1990 ) .  
I t  makes q u i t e  a d i f f e r e n c e  i f  one approaches  it 
( s choo l  r e f  o r m )  with a c l e a r  p r e v e n t i v e  o r i e n t a t i o n  
r a t h e r  than  w i t h  one geared t o  problems t h a t  a r e  s o  
s e v e r e  and pe rva s ive  t h a t  one i s  forced t o  t a k e  some 
remedia l  a c t i o n .  . . . A s  one supe r in t enden t  of s c h o o l s  
s a i d  t o  me: "Of  course  you a r e  r i g h t .  But who ha s  t i m e  
t o  t h i n k  a b o u t  p reven t ing  problems when we d o n ' t  have 
enough t i m e  t o  d e a l  w i th  e x i s t i n g  problems.  Think 
p r e v e n t i v e l y ?  Come o f f  it. Tha t  i s  a l uxu ry  s c h o o l  
sys tems canno t  a f f o r d .  " ( p .  4 5  ) 
Although reform e f f o r t s  speak d r a m a t i c a l l y  o f  
r e s t r u c t u r i n g  e d u c a t i o n ,  t h e  focus  i s  on a l i m i t e d  s e t  of 
s t r u c t u r e s .  C o n s i s t e n t l y  ignored  a r e  powerful s t r u c t u r e s  
t h a t  c o n t i n u e  t o  s i l e n t l y  c o n t r o l  outcomes (McNeil,  1 9 8 8 ) .  
Reformers make t h e  assumption t h a t  American s c h o o l s  and  
s t u d e n t s  a r e  more a l i k e  t h a n  d i f f e r e n t  and t h a t  one  dream, 
one v i s i o n ,  one set of  p o l i c i e s  and mandates can l e a d  t h e  
way t o  e x c e l l e n c e  f o r  a l l  (Metz, 1 9 9 0 ) .  Reform agendas  
rarely acknowledge t h e  sometimes p ro found  c u l t u r a l  
d i f f e r e n c e s  of communities and s c h o o l s .  They p ropose  s t i f f  
academic  r equ i remen t s  f o r  g r a d u a t i o n ,  c e n t r a l l y  p r e s c r i b e d  
c u r r i c u l a ,  i n c r e a s e d  t e s t i n g ,  h a l l m a r k s  of " r e a l  s c h o o l "  or  
s c h o o l i n g  as it i s  commonly d e f i n e d .  Y e t  human and material 
r e s o u r c e s  i n  s c h o o l s  va ry  s i g n i f i c a n t l y  from s c h o o l  t o  
s c h o o l .  I n n e r  c i t y  s c h o o l s  cry o u t  f o r  a v i s i o n  t h a t  i s  v e r y  
d i f f e r e n t  from a school  i n  a r u r a l  farm community. 
I f  s c h o o l s  a r e  t o  promote e x c e l l e n c e  f o r  a l l  of t h e  
American people ,  v i s i o n s  of  s c h o o l i n g  i n  t h e  2 1 s t  c e n t u r y  
must  v a r y .  While American e d u c a t i o n a l  v i s i o n s  o u g h t  t o  
e x p r e s s  t h e  common g o a l s  o f  society, s c h o o l s  and communit ies  
must  b e  f r e e  t o  c r e a t e  v i s i o n s  t h a t  also r e f l e c t  them and 
t h e i r  u n i q u e  needs and a s p i r a t i o n s  ( F u l l a n ,  1 9 9 1 )  . 
F i n a l l y ,  c u r r e n t  e d u c a t i o n a l  r e f o r m  g o t  i t s  power from 
a n  a s t u t e  combinat ion  of p o l i t i c s  a n d  l e a d e r s h i p  (Lewis ,  
1 9 8 9 )  . Former P r e s i d e n t  Reagan and h i s  two S e c r e t a r i e s  of 
E d u c a t i o n ,  Terrel H. B e l l  and W i l l i a m  J. Bennet ,  made 
m a s t e r f u l  u s e  of t h e i r  h igh  o f f  i c e s  a s  " b u l l y  p u l p i t s .  " With 
an e f f e c t i v e  u s e  of r h e t o r i c  a n d  symbol s ,  t h e y  made 
s c h o o l i n g  a hot  and p r o f i t a b l e  p o l i t i c a l  i s s u e .  T h i s  
r e fo rm- th rough- rhe to r i c  a p p r o a c h  i s  sha l low;  by t h e m s e l v e s ,  
e x h o r t a t i o n s  and mandates w i l l  n e v e r  produce fundamenta l  a n d  
l a s t i n g  change. 
Summary 
I n  r e fo rming  o r g a n i z a t i o n s ,  t h e r e  h a s  t o  be a d r i v i n g  
v i s i o n ,  a v i s i o n  c o n t a i n i n g  a  s o p h i s t i c a t e d  p l a n  f o r  
s y s t e m i c  o r g a n i z a t i o n a l  change .  T e c h n i c a l  documents s u c h  as 
the  p l e t h o r a  of reform r e p o r t s  a l r e a d y  w r i t t e n  a r e  readily 
f o r g o t t e n ;  v i s i o n  s t a y s  w i t h  u s  (Lewis,  1 9 8 9 ) .  
But  American e d u c a t i o n  does  n o t  need r e f o r m i n g ,  i f  
r e f o r m i n g  means a d j u s t i n g  t h e  c u r r e n t  sys tem by making 
i n c r e m e n t a l ,  a d a p t i v e  improvements ( D e a l ,  1990;  S o l t i s ,  
19  9  0 ) . I t  needs  a  " r e f  o rmat ion"  s i m i l a r  t o  t h e  one  t h a t  
spawned comple te ly  new P r o t e s t a n t  r e l i g i o u s  denomina t ions .  
T h i s  w i l l  r e q u i r e  t h i n k i n g  a b o u t  e d u c a t i o n  i n  t r u l y  new and 
p r o f o u n d l y  d i f f e r e n t  ways. As Glickman ( 1990 ) n o t e s ,  " t h e  
t i m e  t o  r e l e a s e  o u r s e l v e s  from s i m p l i s t i c  a n d  i n e f f e c t i v e  
p r e s c r i p t i o n s  h a s  passed; t h e  t ime t o  dream i s  upon u s "  
(P* 6 9 ) .  
Reform w i l l  r e q u i r e  l e a d e r s h i p  t h a t  h a s  t h e  a b i l i t y  t o  
q u e s t i o n  e s t a b l i s h e d  and e n t r e n c h e d  t r a d i t i o n s  i n  l i g h t  of  
t h e  b i g g e r  p i c t u r e ,  a s  w e l l  a s  having  a  c lear  s e n s e  o f  w h a t  
t h a t  b i g g e r  p i c t u r e  i s  ( Harr ington-Lueker ,  1 9  90 ) . Kentucky's  
E d u c a t i o n  Reform Act of 1990 i s  one r a r e  example of t h e  
r a d i c a l  re form t h a t  i s  needed. Frank Newman, p r e s i d e n t  of 
t h e  Educa t ion  Commission o f  t h e  S t a t e s  d e s c r i b e s  Kentucky's  
r e fo rm a s  " t h e  f i r s t  t i m e  any s t a t e  has  gone back t o  t h e  
drawing board and r e b u i l t  its e n t i r e  educa t ion  system from 
s c r a t c h "  ( p .  1 7 ) .  
The research  d e t a i l e d  h e r e  sugges t s  t h a t  reform e f f o r t s  
aimed a t  c r e a t i n g  e x c e l l e n t  2 1 s t  cen tu ry  Iowa schools  must 
f i r s t  begin with a  s imple  unders tanding t h a t  v i s i o n  i s  a 
p i c t u r e  of a  d e s i r e d  s t a t e  t h a t  t ransforms o l d  paradigms 
i n t o  new r e a l i t i e s .  School l e a d e r s  m u s t  then  f a c i l i t a t e ,  
c o l l e c t ,  and analyze broad,  fu tu re -o r i en t ed  v i s ions  of  i d e a l  
21s t  cen tury  Iowa school ing .  Then, s k i l l f u l l y  c r a f t  a v i s i o n  
based upon what t h e  community va lues  and b e l i e v e s  and i s  
w i l l i n g  t o  support  t o  make i t s  educa t iona l  dreams come t r u e .  
Chapter 3 
METHODOLOGY 
The a c t u a l  r e s e a r c h  d e s i g n ,  d a t a  c o l l e c t i o n ,  and  data 
a n a l y s i s  f o r  t h i s  s t u d y  w e r e  d e r i v e d  from a t h e o r e t i c a l  
f o u n d a t i o n  o f  n a t u r a l i s t i c  i n q u i r y  ( L i n c o l n  & Guba, 1 9 8 5 ) .  
In-depth  i n t e r v i e w s  w e r e  used as a means o f  r e c o r d i n g  t h e  
a c t u a l  language  exemplary s u p e r i n t e n d e n t s  used t o  d e s c r i b e  
t h e i r  d e s i r e d  v i s i o n  o f  K-12 Iowa s c h o o l i n g  i n  t h e  2 1 s t  
c e n t u r y .  I n t e r v i e w i n g  p r a c t i c i n g  s u p e r i n t e n d e n t s ,  who were  
b o t h  knowledgeable i n  c u r r e n t  s t a t e - w i d e  s c h o o l  r e f o r m  
e f f o r t s ,  a s  w e l l  as i n v o l v e d  i n  t h e  r e s t r u c t u r i n g  o f  t h e i r  
own s c h o o l  d i s t r i c t s ,  a l lowed t h e  r e s e a r c h e r  t o  e x p l o r e  
i n s i g h t s  (Bogdan & Bik len ,  1992)  a n d  g a i n  meaning ( M i s h l e r ,  
1986 ) of v a r i o u s  a t t i t u d e s  and p e r c e p t i o n s  abou t  K - 1 2  Iowa 
s c h o o l i n g  i n  t h e  next  c e n t u r y .  
I n t e r v i e w e e s  S e l e c t i o n  
I n t e r v i e w e e s  f o r  t h i s  s t u d y  w e r e  i d e n t i f i e d  b y  u s i n g  
what Glesne and  Peshkin  d e s c r i b e  as "ne tworking  t e c h n i q u e s "  
( 1 9 9 2 ,  p .  2 7 ) .  The p r o f e s s i o n a l s  who a s s i s t e d  i n  t h e  
i d e n t i f i c a t i o n  of t h e  i n t e r v i e w e e s  were  t h e  A s s o c i a t e  
E x e c u t i v e  D i r e c t o r  of t h e  Iowa Depar tment  of Educa t ion ,  t h e  
E x e c u t i v e  D i r e c t o r  of t h e  Schoo l  A d m i n i s t r a t o r s  of  Iowa and 
h i s  s t a f f ,  a n d  r e s p e c t e d  c o l l e a g u e s  from Iowa's  Area  
Educa t ion  Agenc ies .  These i n d i v i d u a l s  work on a r e g u l a r  
b a s i s  w i t h  a  m a j o r i t y  of  Iowa s u p e r i n t e n d e n t s  and t h u s  had 
f i r s t - h a n d  knowledge o f  l o c a l  s c h o o l  d i s t r i c t  r e s t r u c t u r i n g  
e f f o r t s  . 
The c r i t e r i a  used f o r  s e l e c t i n g  t h e  s u p e r i n t e n d e n t s  t o  
i n t e r v i e w  was: ( a )  t h e y  were r e c o g n i z e d  b y  t h e i r  p e e r s  as 
l e a d e r s  i n  t h e  Iowa reform e f f o r t ,  ( b )  t h e y  w e r e  engaged  i n  
r e fo rm e f f o r t s  i n  t h e i r  own d i s t r i c t ,  and ( c )  t h e y  w e r e  
a r t i c u l a t e  v i s i o n a r y  l e a d e r s  who w e r e  t h o u g h t f u l  a b o u t  what 
t h e y  b e l i e v e  Iowa s c h o o l s  s h o u l d  be and u n d e r s t a n d  t h e  
o b s t a c l e s  t h a t  cou ld  p r e v e n t  f u t u r e  change from o c c u r r i n g .  
Based on t h i s  c r i t e r i a  18 s u p e r i n t e n d e n t s  compr i sed  t h e  p o o l  
of p o t e n t i a l  i n t e r v i e w e e s .  These  were t h e  i n d i v i d u a l s  who 
w e r e  nominated a t  l e a s t  t w i c e  a n d  who were a v a i l a b l e  f o r  
i n t e r v i e w i n g  d u r i n g  t h e  t i m e  p e r i o d  o f  t h e  s t u d y .  From t h i s  
poo l  i n t e r v i e w s  w e r e  s c h e d u l e d ,  keep ing  i n  mind g e o g r a p h i c  
l o c a t i o n ,  s c h o o l  p o p u l a t i o n ,  and  gender .  I n t e r v i e w s  were  
conducted  u n t i  1 t h e  i n t e r v i e w e e s  gave t h e  same r e s p o n s e s  
(Glaser & S t r a u s s ,  1 9 6 7 ;  L i n c o l n  & Guba, 1 9 8 5 ) .  A s  Seidman 
( 1 9 9 1 )  p o i n t s  o u t ,  a l though  a  r e s e a r c h e r  may s t a r t  o u t  ahead  
of t i m e  w i t h  a s e t  number of p a r t i c i p a n t s  o r  s i t e s ,  t h e y  
b e g i n  t o  r e c o g n i z e  a  p o i n t  o f  s a t u r a t i o n ,  o r  when t h e y  have 
"enough" ( p .  4 5 )  d a t a  t h a t  t h e y  no l o n g e r  a r e  l e a r n i n g  
a n y t h i n g  new from t h e  p r o c e s s .  S a t u r a t i o n  f o r  t h i s  s t u d y  
o c c u r r e d  a f t e r  1 2  i n t e r v i e w s .  
Gaining Access 
The r e sea r che r  p e r s o n a l l y  con tac ted  each of t h e  
i n t e r v i e w e e s  by t e l ephone  t o  see i f  t h e y  w e r e  w i l l i n g  t o  
p a r t i c i p a t e  i n  t h e  s t u d y .  The g e n e r a l  n a t u r e  of t h e  s t u d y  
was exp la ined  and t h e y  were t o l d  how and why t hey  were 
s e l e c t e d .  Next, t hey  were  provided t h e  two r e s e a r c h  
q u e s t i o n s  t h a t  would be exp lo r ed  dur ing  t h e  i n t e r v i e w  and 
w e r e  informed t h a t  t h e  in -dep th  i n t e r v i e w  would l a s t  
approx imate ly  90 minutes  and it would be aud io  recorded i f  
t h e y  agreed.  Each of t h e  i n t e rv i ewees  consented  t o  be t a p e d .  
F i n a l l y ,  each i n t e rv i ewee  w a s  a s s u r e d  t h a t  t h e y  would n o t  be 
i d e n t i f i e d  i n  t h e  s t u d y  and t h a t  i f  c h o i c e s  needed t o  b e  
made regard ing  t h e  r e p o r t i n g  of t h e  d a t a ,  t h e i r  i n t e r e s t s  
and wishes  would be cons ide r ed  f i r s t  (Locke, Spi rduso,  & 
Si lve rman ,  1 9 8 7 ;  Marsha l l  & Rossman, 1 9 8 9 ) .  Following t h e  
i n t e r v i e w  each person was s e n t  a thank-you n o t e  and informed 
t h e y  would r e c e i v e  a copy of t h e  r e s u l t s  of t h e  s t u d y  once  
i t  was completed. 
Data C o l l e c t i o n  
Q u a l i t a t i v e  r e s e a r c h  i n c l u d e s  a v a r i e t y  of d a t a  
g a t h e r i n g  t e c h n i q u e s  including f o u r  b a s i c  procedures :  
o b s e r v a t i o n ,  i n t e r v i e w s ,  documents, and v i s u a l  images 
(Bogdan & Biklen,  1992 ) . In-depth i n t e r v i e w s  were used f o r  
t h i s  s t u d y  b e c a u s e  i n t e r v i e w i n g  r e f l e c t s  a n  a s sumpt ion  t h a t  
t h r o u g h  d i r e c t  f i r s t - p e r s o n  a c c o u n t s  by p e o p l e  who are 
e n c o u n t e r i n g  t h e  e x p e r i e n c e ,  o n e  c a n  g a i n  a  h o l i s t i c  
p e r s p e c t i v e  o r  o v e r a l l  u n d e r s t a n d i n g  of  t h e  r e s e a r c h  p rob lem 
a n d  q u e s t i o n s  (Moustakas,  1990, p .  38; P a t t o n ,  1990, p.  4 9 ) .  
Moreover ,  i n t e r v i e w i n g  h e l p s  e s t a b l i s h  r a p p o r t  and c a n  serve 
a s  a means f o r  s h a r i n g  c o n f i d e n t i a l  knowledge which t h e  
i n t e r v i e w e e  might  o t h e r w i s e  be r e l u c t a n t  t o  p u t  i n t o  w r i t i n g  
(Se idman,  1991 ) . F i n a l l y ,  t h e  s t o r i e s  t h a t  t h e s e  
s u p e r i n t e n d e n t s  t o l d  were most a c c u r a t e l y  c a p t u r e d  by t h e  
l a n g u a g e  t h e y  u s e d  t o  t a l k  a b o u t  t h e i r  e x p e r i e n c e s ,  
p e r c e p t i o n s ,  and t h o u g h t s .  I n t e r v i e w i n g  p rov ided  a f o r m a t  
t h a t  w a s  bo th  n a t u r a l  and r e f l e c t i v e  of t h e  i n t e r v i e w e e ' s  
p e r c e p t i o n s ,  y e t  a t  t h e  same t i m e  it p r o v i d e d  t h e  r e s e a r c h e r  
w i t h  o p p o r t u n i t i e s  t o  a l i g n  t h e  i n t e r v i e w e e s  ' r e s p o n s e s  w i t h  
t h e  i n t e n t  o f  t h e  q u e s t i o n s  (Mouley, 1 9 7 8 ) .  
While i n - d e p t h  i n t e r v i e w s  were  t h e  p r imary  s o u r c e s  of 
d a t a  f o r  t h e  s t u d y ,  t h e  r e s e a r c h e r  a l s o  took  f i e l d  n o t e s  t o  
d e s c r i b e  o b s e r v a t i o n s  t h a t  seemed a p p r o p r i a t e  a t  t h e  t i m e  o f  
t h e  i n t e r v i e w s  ( P a t t o n ,  1990) a n d  k e p t  a  f i e l d  log of 
a n a l y t i c a l  i m p r e s s i o n s ,  i d e a s ,  i n t e r p r e t a t i o n s  o r  " m e m o s "  
( G l e s n e  & P i s h k i n ,  1992, p .  4 9 )  t h r o u g h o u t  t h e  r e s e a r c h  
p r o c e s s .  
Data Analysis 
The a n a l y s i s  of t h e  d a t a  fo l lowed  p r o c e d u r e s  s u g g e s t e d  
by Glaser and  S t r a u s s  ( 1 9 6 7 ) ,  L i n c o l n  and Guba ( 1 9 8 5 ) ,  and 
M a r s h a l l  and Rossman ( 1989) f o r  coding  and development  of  
themes u t i l i z i n g  a p r o c e s s  o f  c o n s t a n t  compar ison  a n d  
c o n t i n u a l  s e a r c h i n g  f o r  on-going p a t t e r n s  and t r e n d s  among 
t h e  d a t a .  Assessment  o f  t h e  d a t a  began d u r i n g  t h e  d a t a -  
c o l l e c t i o n  p e r i o d .  A f t e r  each  new i n t e r v i e w  w a s  comple ted ,  
t h e  t r a n s c r i p t  was compared w i t h  p rev ious  i n t e r v i e w s  and  t h e  
r e s e a r c h e r  n o t e d  i n  w r i t i n g  r e c u r r i n g  r e s p o n s e s  f o r  b o t h  
r e s e a r c h  q u e s t i o n s .  I n t e r v i e w  n o t e s  were a l s o  r ev iewed  and 
s i m i l a r i t i e s  and d i f f e r e n c e s  w e r e  no ted .  
The second  phase o f  t h e  d a t a  a n a l y s i s  p r o c e d u r e  
o c c u r r e d  a f t e r  a l l  1 2  i n t e r v i e w e e s  w e r e  comple ted .  The f i n a l  
i n t e r v i e w  t r a n s c r i p t s  were rev iewed f o r  common themes  as  
w e l l  a s  d i f f e r e n c e s  among t h e s e  p a t t e r n s  (Doyle ,  1 9 7 8 ) .  T h i s  
began t h e  i t e r a t i v e  p r o c e s s  of deve lop ing  t e n t a t i v e  
d e s c r i p t i v e  c a t e g o r i e s  of  t h e  s u p e r i n t e n d e n t s  ' c o m p o s i t e  
v i s i o n  of w h a t  Iowa s c h o o l i n g  s h o u l d  look l i k e  i n  t h e  2 1 s t  
c e n t u r y  as  w e l l  a s  t h e  b a r r i e r s  i d e n t i f i e d  by t h e  
i n t e r v i e w e e s  . 
Once themes o r  p a t t e r n s  w e r e  i d e n t i f i e d ,  t h e  r e s e a r c h e r  
began t o  " u n i t i z e d "  ( p .  3 4 4  ) t h e  d a t a  through a c o n t e n t  
a n a l y s i s  p r o c e s s  t h a t  r e d u c e  t h e  d a t a  i n t o  t h e  s m a l l e s t  
p i e c e  o f  meaningful  i n f o r m a t i o n  t h a t  can be i n t e r p r e t e d  t o  
r e v e a l  r e l e v a n c y  t o  t h e  s t u d y  ( L i n c o l n  & Guba, 1 9 8 5 ) .  Each 
u n i t  of i n f o r m a t i o n  w a s  w r i t t e n  on  a n  i n d e x  c a r d ,  
i d e n t i f y i n g  t h e  s o u r c e  of t h e  q u o t e  t o  u s e  i n  a n  
i n t e r - p e r s o n  comparison (Bogdan & Bik len ,  1992; Miles & 
Huberman, 1 9 8 7 ) .  The c a r d s  were t h e n  s o r t e d  i n t o  c a t e g o r i e s  
r e f l e c t i n g  t h e  purpose of t h e  s t u d y  and e a c h  c a t e g o r y  was 
compared t o  g e n e r a t e  s t a t e m e n t s  r e g a r d i n g  r e l a t i o n s h i p s .  
T h i s  compara t ive  method of d a t a  a n a l y s i s  (Merriam, 1 9 8 9 )  w a s  
u sed  t o  g u i d e  t h e  coding p r o c e s s ,  t a k i n g  c a r e  t o  c o d e  and  
a n a l y z e  t h e  d a t a  accord ing  t o  t h e  c o n t e n t  of t h e  r e s p o n s e  o f  
t h e  i n t e r v i e w e e ,  n o t  t h e  q u e s t i o n  prompted by t h e  r e s e a r c h e r  
( T e s c h ,  1 9 9 0 ) .  A similar a n a l y t i c a l  p r o c e s s  w a s  u s e d  w i t h  
t h e  f i e l d  n o t e s  t h a t  were w r i t t e n  d u r i n g  t h e  c o u r s e  of t h e  
i n t e r v i e w i n g  p r o c e s s .  I n t e r v i e w s  were  reviewed, d a t a  
r e c o d e d ,  and t h e n  r e w r i t t e n  i n  order t o  m o r e  c l e a r l y  d e f i n e  
and d e s c r i b e  p a t t e r n s  and themes  t h a t  emerged t h r o u g h o u t  t h e  
d a t a  a n a l y s i s  p r o c e s s .  
T r u s t w o r t h i n e s s  
As a q u a l i t a t i v e  r e s e a r c h  p r o j e c t  t h i s  s t u d y  f o l l o w s  
t h e  t r a d i t i o n  set  by L i n c o l n  a n d  Guba (1985)  a n d  m o r e  
r e c e n t l y  Er landson,  H a r r i s ,  S k i p p e r ,  and A l l e n  ( 19 9 3 ) , and 
G l e s n e  and  Peshk in  (1992)  who s u g g e s t  t h e  i m p o r t a n c e  of t h e  
c o n c e p t  of t r u s t w o r t h i n e s s  i n  c a r r y i n g  o u t  q u a l i t a t i v e  
r e s e a r c h .  In an e f f o r t  t o  address these  concerns t h e  
r e s e a r c h e r  l i s t e n e d  t o  t h e  audio tapes  twice ,  each time t h e  
verbat im t r a n s c r i p t  was compared with the  audio  recording.  
If necessary,  co r rec t ions  were made t o  t h e  t r a n s c r i p t .  
Next, a  colleague who held a n  admin i s t r a t ive  p o s i t i o n  
i n  a  l o c a l  d i s t r i c t  o f f i c e  and i s  f a m i l i a r  with t h e  content  
of t h e  interviews and t h e  methodology of t h e  s tudy reviewed 
t h r e e  of the  interviews fo r :  ( a )  accuracy of t h e  in te rv iew 
t r a n s c r i p t s  and audio recordings,  ( b )  l o g i c a l  placement of 
t h e  in t e rv iew da ta  according t o  emerging themes, and ( c )  any 
apparent  incons is tenc ies  of data  c o l l e c t i o n  and a n a l y s i s .  
Much i n  t h e  s p i r i t  of an  ex te rna l  aud i to r  (Lincoln & Guba, 
1 9 8 5 ) ,  t h i s  person served a s  " c r i t i c a l  f r i e n d "  throughout 
t h e  d a t a  ana lys is  process .  After  reviewing t h e  i n i t i a l  t h r e e  
i n t e r v i e w  t r a n s c r i p t s ,  he continued t o  review t h e  
c a t e g o r i z a t i o n  of da ta ,  review d r a f t s  of t h e  d a t a  a n a l y s i s ,  
and a s k  c l a r i f y i n g  ques t ions .  
Personal commitment t o  o b j e c t i v i t y ,  t h e  extended t ime 
t h e  r e sea rche r  spent examining and reviewing t h e  d a t a ,  t h e  
no tes  taken throughout t h e  da ta  c o l l e c t i o n  process,  and t h e  
cons tan t  comparisons ( S t r a u s s  & Corbin, 1 9 9 0 )  of d a t a  
a n a l y s i s  contr ibuted t o  the  t rus twor th iness  of the  r e s u l t s  
of t h i s  s tudy.  
The Researcher's Perspective 
Lincoln and Guba (1985)  a s s e r t  t h a t  as t h e  r e s e a r c h e r  
g a i n s  a n  unders tanding,  even sympathy of t h e  i n t e r v i e w e e s ,  
t h e s e  i n s i g h t s  i n c r e a s e  t h e  l i k e l i h o o d  t h a t  he  w i l l  be 
b e t t e r  a b l e  t o  d e s c r i b e  t h e  complex s o c i a l  system be ing  
r e sea r ched  ( p .  3 1 8 ) .  S i n c e  t h e  f a l l  of 1 9 9 4  t h e  r e s e a r c h e r  
of t h i s  s tudy  was a  supe r in t enden t  of  a  l o c a l  schoo l  
d i s t r i c t  i n  Iowa. Through d a i l y  expe r i ence  t h e  r e s e a r c h e r  
l e a r n e d  t he  language o f  a  schoo l  supe r in t enden t  and i s  
s e n s i t i v e  t o  t he  c o n s t a n t  cha l l enges  and d e c i s i o n s  p r e s e n t l y  
f a c i n g  Iowa s u p e r i n t e n d e n t s .  The r e s e a r c h e r  has  knowledge o f  
t h e  s t r u c t u r e  of t h e  s c h o o l  o rgan i za t i on  and holds  t h e  
b e l i e f  t h a t  t h e  schoo l  supe r in t enden t  i s  t h e  key person  
r e s p o n s i b l e  f o r  t h e  development and implementat ion of  a 
d i s t r i c t  v i s i o n  of  what schoo ls  shou ld  b e .  
Along w i t h  t h i s  knowledge ba se ,  t h e  r e s e a r c h e r  i s  a l s o  
aware t h a t  h i s  own expe r i ence  and d i s p o s i t i o n s  made a  
d i f f e r e n c e  i n  how he determined t h e  i n t e r v i e w  q u e s t i o n s ,  
probed f o r  unders tand ing ,  and i n t e r p r e t e d  t h e  d a t a .  He was 
aware throughout  t h e  r e s e a r c h  s t u d y  of t h e  n e c e s s i t y  t o  
"moni to r"  h i s  own s u b j e c t i v i t y  (Peshk in  1988 ,  p .  2 0 )  and 
t r i e d  n o t  t o  p r e s e n t  t h e  i n t e r v i e w  q u e s t i o n s  o r  f i n d i n g s  a s  
a form of  h i s  own v i s i o n  of educa t i on ,  b u t  r a t h e r  as  t h a t  of 
o t h e r s  who have s i m i l a r ,  yet a t  the same t i m e ,  d i f f e r e n t  
v a l u e s ,  perspect ives ,  and experiences than his. 
Chapter 4 
FINDINGS 
The f i n d i n g s  p resen ted  i n  t h i s  chap te r  are d i v i d e d  i n t o  
two s e c t i o n s ,  e ach  p e r t a i n i n g  t o  t h e  r e s ea r ch  q u e s t i o n s  of 
t h e  s t u d y .  The f i r s t  s e c t i o n  d e t a i l s  what s u p e r i n t e n d e n t s  
s a i d  when t h e y  were  asked t o  p o r t r a y  what t h e y  e n v i s i o n e d  as 
i d e a l  2 1 s t  c e n t u r y  schoo l ing  i n  Iowa. The i r  r e sponse s  are 
organ ized  around educa t i ona l  reform i s s u e s  t h a t  f ocus  o n  
s t u d e n t  l e a r n i n g  and which guided t h e  scope o f  t h i s  s t u d y .  
These i n c l u d e :  ( a )  Decision-making, ( b )  I n s t r u c t i o n ,  
( c )  Curriculum, and ( d )  Technology. For each of t h e s e  f o u r  
a r e a s ,  common themes a r e  r e p o r t e d  w i t h  quo tes  from t h e  
i n t e rv i ewees  a s  p o i n t s  of i l l u s t r a t i o n .  The second s e c t i o n  
p r e s e n t s  themes which emerged when t h e  i n t e r v i e w e e s  spoke of  
b a r r i e r s  t h e y  pe r ce ived  t h a t  might  s t a n d  i n  the way of 
having t h e i r  i d e a l  v i s i on  m a t e r i a l i z e .  Both s e c t i o n s  
conclude w i t h  a  summary and d i s c u s s i o n  of t h e  common themes.  
' ~ o t e  t o  t h e  reader - To avoid s e x i s t  language and awkward sen tence  
s t r u c t u r e ,  the use of feminine and masculine pronouns a r e  a l t e r n a t e d  
throughout t h i s  chapter .  
Visions of 21st C e n t u r y  Schooling 
The supe r in t enden t s  w e r e  asked:  I f  you could c r e a t e  a 
sy s t em of q u a l i t y  Iowa s choo l i ng  f o r  t h e  2 1 s t  c en tu ry  what 
d o  you be l i eve  it  should look l i k e ?  Four p robe  q u e s t i o n s  
were used t o  frame t h e  i n t e r v i e w  i n  t h e  a r e a s  of d e c i s i o n  
making, i n s t r u c t i o n ,  cu r r i cu lum,  and e d u c a t i o n a l  t echno logy .  
Those ques t i ons  and t h e  s u p e r i n t e n d e n t s  r esponses  f o l l ow .  
Dec i s ion  Makinq 
Each of t h e  s u p e r i n t e n d e n t s  was asked: Who do you t h i n k  
w i l l  be t h e  major p a r t i c i p a n t s  i n  schoo l  d e c i s i o n  making? 
What w i l l  be t h e  r o l e  of t h e  f e d e r a l  government, t h e  Iowa 
S t a t e  L e g i s l a t u r e ,  l o c a l  schoo l  boards ,  d i s t r i c t  
a d m i n i s t r a t o r s ,  school  based a d m i n i s t r a t o r s ,  t e a c h e r s ,  and 
p a r e n t s ?  The fo l lowing  r e f l e c t s  t h e i r  r e sponses .  
F e d e r a l  Government 
S e v e r a l  supe r in t enden t s  applauded t h e  f e d e r a l  
government ' s  a t t empt  t o  focus  a t t e n t i o n  on educa t ion  and 
would have t h e i r  i d e a l  2 1 s t  c e n t u r y  f e d e r a l  government 
c o n t i n u e  t h i s  p r a c t i c e .  Many s u p e r i n t e n d e n t s  were f e a r f u l  
of  more non-funded mandates from C a p i t o l  H i l l .  One 
supe r in t enden t  wanted h i s  i d e a l  f e d e r a l  government t o  
a r t i c u l a t e  "a n a t i o n a l  v i s i o n  of educa t i on"  and a l s o  wanted 
government t o  p a s s  laws,  t h a t  w i l l  make s u r e  t h a t  young 
peop l e  s t a y  i n  school  such as t h o s e  l a w s  p r o h i b i t i n g  t h e  
employment o r  t h e  i s su ance  of  a  d r i v e r ' s  l i c e n s e  t o  anyone 
who i s  under 1 8  and n o t  i n  s choo l .  
The m a j o r i t y  of t h e  supe r in t enden t s  who d i d  t a l k  abou t  
t h e  r o l e  of t h e  f e d e r a l  government d i d  n o t  l i k e  t h e  i d e a  of 
n a t i o n a l  assessments  o r  n a t i o n a l  c u r r i c u l a .  "Goals 2000 i s  a 
n i c e  thought  b u t  i t  is  p u r e l y  p o l i t i c a l  and  n o t  
e d u c a t i o n a l ,  " s a i d  one s u p e r i n t e n d e n t .  "A f e d e r a l  d i r e c t i o n  
f o r  educa t i on  must come from e d u c a t o r s  a t  t h e  g r a s s  r o o t s ,  
any th ing  e l s e  i s  doomed t o  f a i l , "  advoca ted  a n o t h e r .  
Another f r u s t r a t e d  s u p e r i n t e n d e n t  summed up h e r  
f e e l i n g s  of f e d e r a l  involvement w i t h  t h e s e  s t r o n g  comments: 
H e l l ,  government w i l l  be i nvo lved  j u s t  l i k e  I have  
always s e e n  them - a s  a h ind rance  t o  a l l  t h a t  we d o .  I 
d o n ' t  even want t o  t a l k  anymore abou t  i t .  I t h i n k  t h e  
f e d e r a l  government has no th ing  b u t  b locks  t o  p u t  i n  o u r  
way. They t a l k  about  s h a r i n g  f e d e r a l  money bu t  what 
p i t t a n c e  you g e t  you might as w e l l  f o r g o  and d o  what 
you want. They w i l l  t a l k  a b o u t  g o a l s  2000 and t h e y  w i l l  
t r y  t o  have  school  s t r u c t u r e d  towards i t  b u t  t h e y  d o n ' t  
even know what t h e  h e l l  i t  i s .  I ' m  d i s enchan t ed  w i t h  
a l l  government. 
Iowa S t a t e  L e q i s l a t u r e  
Almost a l l  of t h e  s u p e r i n t e n d e n t s  agreed  t h a t  t h e  r o l e  
of s t a t e  government would be d imin i shed  i n  t h e i r  idea l  21.st 
c e n t u r y  Iowa system of educa t i on .  Some would c r e a t e  2 1 s t  
c e n t u r y  s t a t e  educa t ion  agenc ies  t h a t  " s topped  f o r c i n g  
change from t h e  t o p  down." One would c r e a t e  a  s t a t e  agency 
t h a t  i s s u e d  "no mandates.  " Another a n g r i l y  procla imed,  
"Schools  canr  t be governed by p o l i t i c i a n s  i n  D e s  Moines ! " 
Other  s u p e r i n t e n d e n t s  want a q u i e t e r  r o l e  f o r  s t a t e  
o f f i c i a l s  because "mandates d o n ' t  work," b u t  t h e y  would 
d e l e g a t e  t o  t h e  s t a t e  "broad policy-making a b i l i t i e s .  " 
Another supe r in t enden t  sees t h e  r o l e  of t h e  s t a te  government 
i n  h i s  i d e a l  s choo l  system a s  a  " f r i e n d l y  c r i t i c "  who "sets 
broad g o a l s . "  S t i l l  a n o t h e r  supe r in t enden t  o n l y  wanted t h e  
s t a t e  government t o  "p rov ide  e q u i t a b l e  funding.  " A t h i r d  
s u p e r i n t e n d e n t  p r e f e r r e d  " t h e  s t a te  t o  be r e s p o n s i b l e  f o r  
funding,  " she  thought  a l l  o t h e r  d e c i s i o n s  shou ld  be  made a t  
t h e  l o c a l  l e v e l  because,  " t h e  more you c e n t r a l i z e ,  t h e  worse 
t h i n g s  become. " 
S t i l l  o t h e r  s u p e r i n t e n d e n t s  hoped t h e  s ta te  e d u c a t i o n  
agenc i e s  would hold  l i m i t e d  policy-making power. A s  one 
i n t e r v i e w e e  remarked, " t h e r e  i s  a f i n e  l i n e  between needing 
mandates and a l lowing  autonomy. " Thi s ,  s a i d  a n o t h e r ,  r e l a t e d  
t o  t h e  governing concept  of "ba l anc ing  s o c i e t y ' s  r i g h t s  w i t h  
t h e  r i g h t s  of t h e  i n d i v i d u a l . "  
One supe r in t enden t  would a l l o w  a 21st cen tu ry  s t a t e  
educa t i on  agency t o  " p r e s c r i b e  some c u r r i c u l a .  " Another 
s u p e r i n t e n d e n t ,  who advocated  open enro l lment ,  saw h i s  i d e a l  
s t a t e  agency "prov id ing  funding,  informing p a r e n t s ,  and 
r e g u l a t i n g  t h e  p roce s s . "  Another p r e sc r i bed  a s t r o n g  
r e g u l a t i n g  r o l e  of t h e  s t a t e  agency, but  t h e  r e c i p i e n t s  of 
t h e s e  r egu la t ions  "would only be schools  t h a t  don ' t  t a k e  
r e s p o n s i b i l i t y  and don't  demonstrate decent outcomes." 
When asked "Who should author  s t a t e  mandates?" one 
super in tendent  sa id ,  " the  cour ts  and t h e  l e g i s l a t u r e  should 
no t  des ign  transformation.  " Another s a i d ,  " t h e  r o l e  of t h e  
l e g i s l a t u r e  i s  t o  ask profess ionals  what they  think needs t o  
be done."  One superintendent thought t h a t  i n  he r  i d e a l  Iowa 
school  system, " p o l i t i c i a n s  would be needed t o  support  
reform, but  they would never assume t h a t  they  were educators  
and knew what t o  do. " 
Local School Boards 
Severa l  superintendents expressed s t rong  re se rva t ions  
about t h e  u s e  of school boards t o  govern t h e i r  i d e a l  2 1 s t  
cen tu ry  Iowa school systems. One dubbed them "an endangered 
s p e c i e s .  " Others were more b lunt  wi th  comments such a s ,  
" e l e c t e d  school boards cannot continue t o  e x i s t ,  " and " w e  
w i l l  n o t  need school boards i n  the  f u t u r e . "  I n  some 
i n s t a n c e s ,  g e n t l e r  voices communicated t h a t  " school boards 
a s  we know them now w i l l  d i sappear .  " Expanding on t h a t  
theme, a  superintendent s t a t e d  he be l ieved  school  boards 
were n o t  needed i n  h i s  i d e a l  Iowa school  system because "it  
w i l l  be a t o t a l l y  democratic s i t u a t i o n , "  i n f e r r i n g  t h a t  
many, i f  no t  a l l ,  ind iv iduals  wi th in  t h e  school c u l t u r e  
would have input  i n t o  the  decision-making process .  
Those super in tendents  whose v i s i o n  inc luded  a  s c h o o l  
board governance body envis ioned t h a t  t h e  func t ion  of  t h e  
board would be  redesigned.  "A school board should be  l i k e  a 
board of d i r e c t o r s ;  they  wouldn't  manage schoo l s ,  t h e y ' d  be 
disconnected from t h e  d a i l y  ope ra t ions  of s choo l s , "  s t a t e d  
one supe r in t enden t .  Others d e p i c t e d  t h e  new con£ i g u r a t i o n  a s  
" i n c l u d i n g  a  b roader  range o f  d e c i s i o n  makers, no t  j u s t  t h e  
t r a d i t i o n a l  school  board membership," wi th  "school boards  
being rep laced  with s i t e -based  d e c i s i o n  teams c o n s i s t i n g  of 
p a r e n t s ,  t e ache r s ,  a d m i n i s t r a t o r s  and s tuden t s .  " Those who 
w e r e  unsure  of what might r e p l a c e  school boards i f  t h e y  d i d  
no t  e x i s t  a s  we p r e s e n t l y  know them g e n e r a l l y  spoke more of 
" r e t h i n k i n g  t h e  r o l e  of school  board members," r a t h e r  t h a n  
t h e  func t ion  o r  r e s p o n s i b i l i t y  of  t he  board as  a  governing 
body. 
D i s t r i c t  Adminis t ra tors  
Overwhelmingly, t h e  super in tendents  embrace t h e  i d e a  of 
a c o l l a b o r a t i v e  s t y l e  of l e a d e r s h i p .  Many s a w  C e n t r a l  o f f i c e  
transformed i n t o  " s e r v i c e  c e n t e r s  " r a t h e r  than " r egu la t ing  
agenc ies ,  " with admin i s t r a to r s  r e spons ib l e  f o r  "p rov id ing  
r e sou rces  and support  s e r v i c e s .  'I S p e c i f i c a l l y ,  t h e i r  r o l e  
wi th  schools  would be " t o t a l l y  c o l l a b o r a t i v e , "  and a t  eve ry  
l e v e l  a d m i n i s t r a t o r s  would "model democracy." 
One super intendent  s t a t e d  t h a t  " t h e  no t ion  of  p r i n c i p a l  
a s  a u t o c r a t  i s  f i n i s h e d . "  Super in tendents  p r e f e r r e d  c a l l i n g  
p r i n c i p a l s  " f a c i l i t a t o r s  " a s  t h e y  emphasized t h e  evolving 
r o l e  change. 
One super intendent  l i k e n e d  t h e  i d e a l  21st c e n t u r y  Iowa 
school  admin i s t r a to r  t o  a  f a c i l i t a t o r  " g e t t i n g  t h e  b e s t  o u t  
of everyone around him." He went on  t o  say,  "knowledgeable 
t each ing  p ro fe s s iona l s  can and must make important  
d e c i s i o n s ,  and t h e  p r i n c i p a l ' s  r e s p o n s i b i l i t y  i n  t h e  f u t u r e  
w i l l  b e  t o  make sure  resources  a r e  a v a i l a b l e  t o  accomplish 
t h e  t e a c h e r ' s  miss ion ."  
The super intendents  f e l t  t h a t  p r i n c i p a l s  would become 
" p a r t  of a  l eade r sh ip  team, " " l e a d e r s  of l eade r s .  " One 
super in tendent  s a i d  it was impor t an t  t h a t  this t ransformed,  
c o l l a b o r a t i v e  l e a d e r  r e l a t e  w e l l  and i n s p i r e  t r u s t  i n  t h e  
f a c u l t y  because " the  p r i n c i p a l  needed t o  be a b l e  t o  make 
mundane, d a i l y  dec i s ions  independent ly . "  Only one 
super in tendent  descr ibed a p r i n c i p a l  a s  the  person "who he ld  
o t h e r s  accountable .  " 
"Si te-based management," "school-based dec is ion-  
making, " "decen t r a l i zed  decision-making and c o l l a b o r a t i v e  
d e c i s i o n  making," w e r e  a l l  used t o  descr ibe  t h e  
super in tendents '  i d e a l  Iowa school  decision-making f r a m e .  
One super in tendent  desc r ibed  h e r s e l f  a s  "an  advocate of  
l o c a l  c o n t r o l ,  inc lud ing  s i t e - b a s e d  management. " The 
m a j o r i t y  of supe r in t enden t s  d e s c r i b e  t h e i r  i d e a l  Iowa s c h o o l  
system a s  one t h a t  al lowed "maximum a u t h o r i t y  f o r  t e a c h i n g  
and l e a r n i n g  a t  t h e  l o c a l  d i s t r i c t  and s c h o o l  s i te .  " 
D i f f e r e n t  s u p e r i n t e n d e n t s  o f f e r e d  s l i g h t l y  d i f f e r e n t  
v e r s i o n s  of s i t e -ba sed  decision-making i n  t h e i r  i d e a l  Iowa 
s c h o o l  systems. One super in tenden t  d e s c r i b e d  h i s  i d e a l  
s c h o o l  system a s  being a " l o o s e  network of  independen t  
s c h o o l s . "  Another supe r in t enden t  d e s c r i b e d  a n  Iowa s choo l  
d i s t r i c t  i n  which schools  would n o t  o p e r a t e  independen t ly ,  
" t h e r e  would be coo rd ina t i on  and a r t i c u l a t i o n  throughout  t h e  
d i s t r i c t .  " S t i l l  another  s u p e r i n t e n d e n t  d e s i r e d  a sys tem o f  
s i t e - b a s e d  management but  d i d  n o t  want  each schoo l  " t o  be 
s e l f -g ove rn ing"  and does n o t  want community boards  runn ing  
t h e  s choo l .  " 
"The democrat ic  p rocess  of  d e c i s i o n  making, " would be 
modeled everywhere i n  one s u p e r i n t e n d e n t ' s  v i s i o n  of a n  
i d e a l  Iowa school  system. Another s u p e r i n t e n d e n t  stresses 
t h e  importance o f  i nc lud ing  " r e s o u r c e s  and r e s p o n s i b i l i t i e s "  
w i t h  t h e  not ion of l o c a l  f a c u l t y  empowerment. 
Teachers  
Teachers i n  t h e  supe r in t enden t  s i d e a l  Iowa s c h o o l s  
" form c o l l e c t i v e  v i s i o n s ,  " and i n  one  s u p e r i n t e n d e n t '  s 
s c h o o l  system of  t h e  f u t u r e  t e a c h e r s  would a c t u a l i z e  t h a t  
v i s i o n .  " A l l  members of t h e  f a c u l t y  would b e  involved i n  
dec i s ion  making, even though t h i s  i s  a  time-consuming 
process .  " 
Another superintendent  took t h i s  idea even f u r t h e r  , 
when she explained t h a t  i n  h e r  i d e a l  Iowa school,  t h e r e  
would be "a c o l l a b o r a t i v e  school-wide s t r u c t u r e  of 
l eade r sh ip ,  " a  p lace  where t eache r s  would be "autonomous, 
well-prepared, competent profess ionals"  who a r e  "not led by 
r u l e s  and regula t ions  b u t  encouraged t o  t a k e  r i s k s  and dream 
of what can be f o r  t h e i r  s tudents .  " Another superintendent  
envis ions  "a v a r i e t y  of teacher  l eade r sh ip  r o l e s ,  b u t  t h e y  
w i l l  be more disbursed among the f a c u l t y .  " 
" Teaming" and " shared dec i s ion  making " were governance 
s t r a t e g i e s  a l l  super in tendents  envisioned f o r  t h e  f u t u r e  . 
Ins t ead  of t h e  more t r a d i t i o n a l  model of u t i l i z i n g  a 
h ierarchy  of t eache r  l e a d e r s ,  superintendents  ta lked  of 
" p a r t i c i p a t o r y  democracy" with " g r e a t e r  propor t iona l  
representa t ion  of t h e  cons t i tuenc ies  of t h e  school. 
Parents  
Superintendents repea ted  t h e  c o l l a b o r a t i v e  theme when 
desc r ib ing  how t h e i r  i d e a l  school would r e l a t e  with p a r e n t s  
and t h e  community. One superintendent  s a i d  he would charge 
h i s  2 1 s t  century school personnel t o  "form a  c o a l i t i o n  wi th  
business  and pa ren t s .  " Paren t s  and community members have a  
r i g h t  t o  "meaning£ u l  involvementw s t a t e d  another  
i n t e r v i e w e e .  O t h e r s  ag reed  w i t h  comments l i k e ,  " I f  you  p a y ,  
you h a v e  t h e  r i g h t  t o  have  a v o i c e  and  o p i n i o n  on  how t h e  
money shou ld  be s p e n t , "  and "cus tomers  of s c h o o l s  need  t o  be 
i n v o l v e d . "  
A few s u p e r i n t e n d e n t s  viewed 2 1 s t  c e n t u r y  p a r e n t s  a n d  
community members as c o n s t i t u e n t s  who have t h e  r i g h t  t o  know 
what k i n d  of r e s u l t s  t h e i r  t a x  d o l l a r s  a r e  buying .  
T w e n t y - f i r s t  c e n t u r y  Iowa s c h o o l s  s h o u l d  be " a c c o u n t a b l e  t o  
t h e  p u b l i c , "  s a i d  one ,  w h i l e  a n o t h e r  advoca ted  a l l o w i n g  
e d u c a t o r s  t o  make t h e  d e c i s i o n s ,  a n d  then " h o l d i n g  them 
a c c o u n t a b l e "  t o  t h e  community f o r  t h e  r e s u l t s  t h e y  p roduced .  
One s u p e r i n t e n d e n t  e n v i s i o n e d  h e r  i d e a l  Iowa s c h o o l  
s y s t e m  a s  "forming a  network,  n o t  a h i e r a r c h y "  t h a t  i n c l u d e d  
a l l  p e o p l e  who had a  s t a k e  i n  s c h o o l s .  O the r s  s a w  it a s  a 
" m i x t u r e  of p a r e n t s ,  p r i n c i p a l s ,  t e a c h e r s ,  s u p p o r t  s t a f f  a l l  
a £  £ e c t i n g  impor tan t  s choo l  outcomes ,  " and " d e c i s i o n s  b e i n g  
made by t h e  community. " "Schools  would be a community of 
p e o p l e  r e a l l y  invo lved  i n  making d e c i s i o n s  th rough  t h e  
d e m o c r a t i c  p r o c e s s . "  S t r e s s i n g  t h e  q u a l i t y  of  t h e  d e c i s i o n  
making and involvement  o f  p a r e n t s  and community members 
s e v e r a l  s u p e r i n t e n d e n t s  s t a t e d  t h a t  t h e y  would want them t o  
t a k e  a " r e a l  and  meaningful  r o l e . "  
To c r e a t e  t h i s  involvement ,  o n e  s u p e r i n t e n d e n t  
s u g g e s t e d  " s e t t i n g  up town m e e t i n g s  t o  get  as many p a r e n t s  
as p o s s i b l e  i n v o l v e d . "  H i s  g o a l  was  t o  "broaden t h e  p a r e n t  
r e p r e s e n t a t i o n , "  r a t h e r  t han  j u s t  c r e a t e  more mee t ings  w i t h  
t h e  same smal l  group of p a r e n t s .  S t i l l  a n o t h e r  
s u p e r i n t e n d e n t  would e s t a b l i s h  p e r i o d i c  meet ings  between 
" t h e  b u s i n e s s  community, p a r e n t s ,  and k i d s "  t o  f o rmu la t e  t h e  
m i s s i o n  and g o a l s  of t h e  schoo l .  
I n s t r u c t i o n  
The supe r in t enden t s  w e r e  a sked ,  "What i n s t r u c t i o n a l  
t e c h n i q u e s  o r  s t r a t e g i e s  do you e n v i s i o n  be ing  used t o  
d e l i v e r  curr iculum i n  21st c e n t u r y  Iowa s choo l s ? "  
F l e x i b l e  
A l l  s upe r in t enden t s  wanted c lass room i n s t r u c t i o n  i n  
t h e i r  2 1 s t  cen tu ry  Iowa s choo l s  t o  be f l e x i b l e  and 
c o n s t a n t l y  changing t o  m e e t  t h e  needs  o f  p a r t i c u l a r  g roups  
o f  s t u d e n t s .  One supe r in t enden t  s a y s  " t h e r e  a r e  l o t s  of  good 
ways t o  g e t  a t  o b j e c t i v e s "  and i n  h e r  i d e a l  schoo l  s h e  would 
encourage  va r i ous  i n s t r u c t i o n a l  approaches  " th roughout  t h e  
d i s t r i c t  and throughout  t h e  g r a d e s .  " 
Most spoke of i n s t r u c t i o n  t h a t  c a r r i e d  "process  a t  
d i f f e r e n t  paces ,  " and t h a t  "accommodates d i f f e r e n t  c o g n i t i v e  
s t y l e s ,  modal i ty  p r e f e r ences ,  and l e f t  and r i g h t  b r a i n  
l e a r n e r s , "  Students  w i l l  be i n s t r u c t e d  i n  a v a r i e t y  o f  
c o n f i g u r a t i o n s ,  " i n  g roups ,  a l o n e ,  a t  home, o r  by  a  
computer .  " These supe r in t enden t s  want t e a c h e r s  t o  " l o o k  a t  
t h e i r  s t u d e n t s '  unique needs  and t h e n  d e c i d e  what t o  d o . "  
One superintendent said that his ideal teachers "must find 
out what works with different populations" and develop 
instructional approaches that are "contact sensitive." The 
preferred instructional method would respond "to the 
different learning needs of urban and rural students, of 
students from different racial and ethnic groups." 
Two superintendents thought that pull-out programs had 
value and they would include them in the 2lst century Iowa 
instructional program, although with modifications from what 
we presently do. One wanted "limited pull-outs," specifying 
she would not want to see gifted and talented kids 
completely segregated from the regular instructional 
program. Other superintendents viewed separate pull-out 
programs as "not necessarily bad, sometimes even better than 
the regular classroom, " but waned them used judiciously with 
special teachers working some of the time in the regular 
classroom. 
One superintendent clearly did not believe 
instructional programs would include "tracking," because 
"the research did not support its use." In her 21st century 
Iowa school, students would not be assigned to different 
groups based on their abilities. 
C o l l a b o r a t i o n  
Ten super in tenden t s  wanted t h e i r  i d e a l  s c h o o l  
environment t o  i nco rpo ra t e  t h e  use  of i n s t r u c t i o n a l  
approaches  t h a t  " requ i re  c o o p e r a t i o n  and teamwork," t h a t  
" i n v o l v e s  k i d s  i n  community s e r v i c e ,  " and t h a t  t e a c h e s  
c h i l d r e n  " t o  be succe s s fu l   collaborator^.^ One 
s u p e r i n t e n d e n t  s t a t e s  it c l e a r l y  when s h e  d e s c r i b e d  h e r  
i d e a l  i n s t r u c t i o n a l  approach a s  one i n  which c h i l d r e n  " l e a r n  
t o  n e g o t i a t e ,  r e so lve  problems, communicate, and 
b u i l d - r e l a t i o n s h i p s .  " Others expanded h e r  r e s o l v e  wi th  
e x p l a n a t i o n s  of how i n s t r u c t i o n  would promote "more 
c o o p e r a t i v e  l ea rn ing ,  more l i k e  t h e  r e a l  wor ld . "  I t  would 
i n c r e a s e  " e f f e c t i v e  s k i l l  development" and t e a c h  "people  t o  
work t o g e t h e r .  " 
Act ive  Learninq 
A m a j o r i t y  of t h e  s u p e r i n t e n d e n t s  t hough t  i n s t r u c t i o n a l  
approaches  t h a t  made " l e a r n i n g  a l o t  of fun"  and " e l im ina t ed  
boredom, " would be impor tant  t o  t h e  s c h o o l f  s f u t u r e .  They 
d e s c r i b e d  i n s t r u c t i o n  t h a t  would a s  i n c l u d e  " a c t i v e  
l e a r n i n g , "  "no s tand ing  and l e c t u r i n g , "  "open 
p a r t i c i p a t i o n ,  " and "work t h a t  i s  meaningful  and r e l e v a n t  t o  
s t u d e n t s . "  Kids would be " h i g h l y  engaged,"  and " p a r t i c i p a t e  
i n  p r o j e c t s  . " There would b e  "more f i e l d  t r i p s ,  " s t a t e d  one 
i n t e r v i e w e e ,  wi th  i n s t r u c t i o n a l  approaches  t h a t  would " b u i l d  
on  t h e  s t u d e n t s '  s p i r i t  of a d v e n t u r e  and i n q u i r y "  and c a u s e  
s t u d e n t s  t o  f e e l  " e x c i t e m e n t . "  Another  s u p e r i n t e n d e n t  s a i d  
h e  would " r e l a t e  t h e  m a t e r i a l  t o  t h e  s t u d e n t s . "  One 
s u p e r i n t e n d e n t  s a i d  t h a t  i n  h e r  i d e a l  s c h o o l  s h e  would 
" t a i l o r  t h e  method b u t  n o t  t h e  c u r r i c u l u m  to  k i d s .  " 
Assessment  
O v e r  h a l f  of t h e  s u p e r i n t e n d e n t s  would r e d e s i g n  s t u d e n t  
a s s e s s m e n t  p rocedures  f o r  t h e i r  2 1 s t  c e n t u r y  Iowa s c h o o l s .  
I n s t e a d  of a  heavy r e l i a n c e  on s t a n d a r d i z e d  t es t s  w r i t t e n  i n  
m u l t i p l e  c h o i c e  o r  f i l l - i n - t h e - b l a n k  format ,  t h e s e  
s u p e r i n t e n d e n t s  recommended tests r e q u i r i n g  s t u d e n t  
pe r fo rmance .  They wanted t o  test " t h e  c o h e s i o n  of  knowledge,  
n o t  p a r t i c l e s  o f  knowledge."  
They p r e f e r  t e s t s  t h a t  r e q u i r e d  "real  l i f e  a c t i v i t i e s , "  
t h a t  a s k e d  s t u d e n t s  t o  " p e r f o r m  a  c e r t a i n  se t  of complex 
t a s k s ,  " t o  "comple te  a  p r o j e c t  , " o r  " t o  r e a d  a  newspaper .  " 
A t  t h e  same t i m e ,  t h e y  t h o u g h t  " a u t h e n t i c  a s s e s s m e n t s  " t h a t  
w e r e  " q u a l i t a t i v e "  i n  d e s i g n  a n d  a s k e d  s t u d e n t s  t o  
" d e m o n s t r a t e  t h e i r  l e a r n i n g ,  " w e r e  c r i t i c a l .  S e v e r a l  
s u p e r i n t e n d e n t s  e n v i s i o n e d  " p o r t f o l i o s "  of s t u d e n t  work 
b e i n g  used  i n s t e a d  of  t e s t  s c o r e s  t o  e v a l u a t e  s t u d e n t  
p r o g r e s s  . 
One s u p e r i n t e n d e n t  s t r e s s e d  t h a t  h e  wanted " l e a r n i n g  
f o r  u n d e r s t a n d i n g ,  n o t  g r a d e s . "  Another  s u p e r i n t e n d e n t  s a i d  
tes t  r e s u l t s  would be used " d i a g n o s t i c a l l y "  t o  " inform 
p a r e n t s "  of s tudent  p rogress .  "Continuous progress  checks" 
a r e  more va luab le  than once a  year  s tandard ized  t es t  
s c o r e s , "  s a i d  one super in tendent .  She went on t o  e x p l a i n  
t h a t  "grades would be  based on mastery,  not  t e s t - t a k i n g  
s k i l l s .  " 
One super intendent  even dreamed of assessments t h a t  
would be "ce l eb ra t ions  of succes ses ,  n o t  j u s t  summative 
p r o c e s s e s , "  using mult idimensional  tests  inc lud ing  "paper  
and p e n c i l ,  t ape  r eco rde r ,  o r  through performances."  
While s eve ra l  o t h e r s  saw assessment procedures 
i n c l u d i n g  f ind ing  ou t  "how k i d s  do a f t e r  they  leave schoo l ,  
on t h e  job, i n  co l l ege ,  i n  t h e i r  i n t e r p e r s o n a l  l i v e s . "  O r  a s  
one  super intendent  p r e f e r r e d  t o  d e s c r i b e ,  "conten t  mastery  
of i nd iv idua l  o b j e c t i v e s  . " 
Curriculum 
The super intendents  were asked ,  "What w i l l  be t h e  form 
and s u b s t a ~ ~ c e  of t h e  cur r icu lum i n  21s t  century Iowa 
schoo l s?  " 
Basics  
Some super in tendents  w e r e  i n  f avo r  of a curr iculum t h a t  
c l e a r l y  prescr ibed a  c o r e  of b a s i c  s k i l l s ,  whi le  o t h e r s  had 
o n l y  a  general  no t ion  of what t h e i r  curr iculum would be. One 
super in tendent  could no t  p r e c i s e l y  d e f i n e  what h i s  i dea l  
cu r r i cu lum would c o n s i s t  o f ,  b u t  h e  knew t h a t  i n  h i s  i d e a l  
s c h o o l  t h e  f a c u l t y  would " f i n d  o u t  what r e a l l y  had t o  be  
done" and t h e y  would "get  r i d  of  t h e  busy work." Another 
recommended " c u t t i n g  ou t  cho ices  and s t r e a m l i n i n g  t h e  
c u r r i c u l u m . "  Although she  admit ted  t h e r e  w a s  "no one best 
way t o  t e a c h , "  s h e  thought  you cou ld  i d e n t i f y  b a s i c  s k i l l s  
t o  be t a u g h t .  One super in tenden t  wanted a  " c o r e  cu r r i cu lum 
t h a t  would bind people  and s o c i e t y  t o g e t h e r ,  t h a t  would 
b u i l d  a  s e n s e  of  community of s t u d e n t s .  " 
Another  s a i d  t h a t  what w a s  e s s e n t i a l  t o  him was "what 
s t u d e n t s  needed t o  know t o  be v a l u a b l e  t o  s o c i e t y . "  H e  knew 
t h a t  h e  would recommend t e ach ing  "less of  t h e  c l a s s i c s "  and 
would c o n c e n t r a t e  on developing "minimum competenc ies . "  
S t i l l  a n o t h e r  supe r in t enden t  d i d  n o t  p rov ide  s p e c i f i c  
d e t a i l s  about  h e r  i d e a l  cur r i cu lum b u t  i n s t e a d  s a i d  it would 
be  " p r e s c r i b e d  by t h e  school  community." Another s ays  t h e r e  
c an  "neve r "  be one d e s c r i p t i o n  of what everyone needs t o  
know. " 
Eigh t  supe r in t enden t s  had v e r y  d e f i n i t e  i d e a s  a b o u t  
what t h e y  be l i eved  must b e  con t a ined  i n  t h e i r  i d e a l  
cu r r i cu lum.  Most of them mentioned t h e  impor tance  of 
t e a c h i n g  " b a s i c  s k i l l s . "  For one  s u p e r i n t e n d e n t ,  t h e  b a s i c s  
i n  h i s  i d e a l  curr iculum s t a r t  w i t h  t r a d i t i o n a l  s u b j e c t  
m a t t e r  " l i t e r a t u r e ,  h i s t o r y ,  ma th ,  and s c i e n c e .  " H e  went  on  
t o  s a y  t h a t  h i s  e s s e n t i a l  cu r r i cu lum would c o n t a i n  much 
more. H e  would make s u r e  t h a t  h i s  i d e a l  cu r r i cu lum t a u g h t  
" s t u d y  s k i l l s "  and t h a t  h i s  a r t s  cu r r i cu lum would g i v e  
" eve ry  c h i l d  a chance  t o  s i n g . "  One s u p e r i n t e n d e n t  
emphasized t h a t  i n  h e r  i d e a l  21s t  c e n t u r y  Iowa cu r r i cu lum 
" a r t  w i l l  b e  e s s e n t i a l . "  
One supe r in t enden t  d e s c r i b e d  h i s  cu r r i cu lum as s t a r t i n g  
w i t h  t h e  b a s i c s ,  t e a c h i n g  s t u d e n t s  t o  " s p e l l  w e l l  and 
compute. " Another wanted a b a s i c  cu r r i cu lum t h a t  t e a c h e s  
s t u d e n t s  " t o  read ,  do math, know geography,  and s u p p o r t  
t hemse lve s . "  U n t i l  middle schoo l ,  t h e  s t u d e n t s  need t o  r ead ,  
w r i t e ,  t h i n k ,  and compute, s ays  one s u p e r i n t e n d e n t  and t h e n  
a f t e r  t h a t  " c o n c e n t r a t e  on t h e  t r a d i t i o n a l  bod ies  of 
knowledge, t h e  c l a s s i c s ,  h i s t o r y ,  b u t  most i m p o r t a n t l y  we 
must keep  school  academica l ly  f ocused . "  
A few s u p e r i n t e n d e n t s  added more nove l  p i e c e s  t o  t h e i r  
e s s e n t i a l  curr iculum.  One supe r in t enden t  would r e q u i r e  t h a t  
e t h i c s  be t augh t  t o  a l l  s t u d e n t s .  Another  s u p e r i n t e n d e n t  
d e s c r i b e d  a core  cu r r i cu lum t h a t  i n c l u d e d  language a r t s ,  
r e a d i n g ,  math, and technology,  t a u g h t  a t  a l l  g r ade  l e v e l s ,  
s t a r t i n g  a t  k i n d e r g a r t e n . "  Another s u p e r i n t e n d e n t  s a i d  t h a t  
i n  a d d i t i o n  t o  math, s c i e n c e ,  and communication, s h e  would 
make s u r e  a l l  s t u d e n t s  " w e r e  t augh t  abou t  human b e h a v i o r  and 
c u l t u r e s .  " 
One supe r in t enden t  opposes a t eacher -deve loped  
cu r r i cu lum and s a y s  t h a t  " t e a c h e r s  shou ld  n o t  develop t h e i r  
own c u r r i c u l u m "  b u t  " t h e  p l a n s  f o r  implementing,  y e s . "  
Another  s u p e r i n t e n d e n t  c o n c u r s ,  s a y i n g  "How it i s  t a u g h t  i s  
up  t o  t h e  t e a c h e r ,  b u t  n o t  what  i s  t a u g h t .  " 
Half of t h e  s u p e r i n t e n d e n t s  s a i d  t h a t  i n  t h e i r  i d e a l  
2 1 s t  c e n t u r y  Iowa s c h o o l  " t h e  c u r r i c u l u m  would be d i f f i c u l t "  
and " n o t  watered down. " They would d e s i g n  a  c u r r i c u l u m  t h a t  
was " c h a l l e n g i n g "  and t h e y  would " m a i n t a i n  h i g h  s t a n d a r d s ,  " 
" e x p e c t  mas te ry ,  " and "end s o c i a l  promot ions .  " 
Two s u p e r i n t e n d e n t s  want  t h e  a c c e l e r a t e d  c u r r i c u l u m  
u s u a l l y  o n l y  o f f e r e d  t o  g i f t e d  s t u d e n t s  t o  be t a u g h t  t o  a l l  
s t u d e n t s .  
Choice  
Over h a l f  of t h e  s u p e r i n t e n d e n t s  thought  t h a t  s t u d e n t s  
and t e a c h e r s  should  have some c h o i c e  a b o u t  t h e  c u r r i c u l u m .  
One s a i d  t h a t  a  s t a n d a r d i z e d  c u r r i c u l u m  w a s  0. K .  i n  h i s  
i d e a l  s c h o o l ,  but t h a t  t e a c h e r s  and s t u d e n t s  s h o u l d  "a lways  
have  a  c h o i c e .  " 
One s u p e r i n t e n d e n t  wanted " e v e r y  c h i l d  t o  be  i n v o l v e d  
i n  something o t h e r  t h a n  t h e  r e g u l a r  academic program, a n d  
c h i l d r e n  would choose what t o  t a k e . "  Another s u p e r i n t e n d e n t  
wanted s t u d e n t s  i n  h e r  i d e a l  s c h o o l  t o  be "engaged w i t h  
problems and i d e a s  t h a t  t h e y  have  c r e a t e d . "  
Another s u p e r i n t e n d e n t  wanted a t  l e a s t  p a r t  of h i s  
i d e a l  cu r r i cu lum t o  come f rom " t h e  t a l e n t s  of t h e  t e a c h e r s  
and t h e  i n t e r e s t s  of t h e  s t u d e n t s .  " H e  wanted a more 
" e n t r e p r e n e u r i a l "  f e e l i n g  a b o u t  c u r r i c u l u m  development  a n d  
w a n t s  " k i d s  t o  do more, t o  l e a d  more ."  
And yet a t h i r d  s u p e r i n t e n d e n t  s a i d  s t u d e n t s  i n  h e r  
i d e a l  s c h o o l  would "have  l o t s  of c h o i c e s ,  b e  a b l e  t o  
i n f l u e n c e  t h e i r  l e a r n i n g  o b j e c t i v e s  a n d  d e s i g n  ways of  
g e t t i n g  t h e r e . "  I n  t h i s  i d e a l  s c h o o l ,  " k i d s  have  more 
r e s p o n s i b i l i t y  f o r  d e t e r m i n i n g  t h e i r  l e a r n i n g  a n d  
i n t e r e s t s .  " 
D i v e r s e  
A number of s u p e r i n t e n d e n t s  would c r e a t e  i d e a l  
c u r r i c u l u m s  from w i t h  a m u l t i c u l t u r a l  p e r s p e c t i v e .  "The 
w o r l d  i s  changing and we ough t  t o  r e f l e c t  m u l t i p l e  
p e r s p e c t i v e s ,  t e a c h  a l l  t h e  myths" s a i d  one  s u p e r i n t e n d e n t .  
These  s u p e r i n t e n d e n t s  wanted a  c u r r i c u l u m  t h a t  was 
" s e n s i t i v e  t o  r a c i a l  and c u l t u r a l  d i f f e r e n c e s ,  " and a 
" g l o b a l "  c u r r i c u l u m  u s i n g  materials t h a t  " r e f l e c t  a respect 
f o r  d i v e r s i t y . "  "Iowa r e a l l y  d o e s n ' t  h a v e  much d i v e r s i t y  b u t  
o u r  k i d s  a r e n ' t  j u s t  s t a y i n g  i n  Iowa anymore ,"  s a i d  one 
s u p e r i n t e n d e n t .  "They must h a v e  a s e n s i t i v i t y  t o  t h e  r e s t  of 
t h e  w o r l d  and i t s  peop le .  " 
One s u p e r i n t e n d e n t  recommended "downplaying  Western 
h e r i t a g e  and p r e s e n t i n g  a b r o a d e r  v i ew of  wor ld  c u l t u r e s .  " 
To a n o t h e r  s u p e r i n t e n d e n t ,  t h e  c u r r i c u l u m  s h o u l d  p r e s e n t  
. ' a l t e r n a t i v e  models  of  u n d e r s t a n d i n g "  and be r e s p o n s i v e  t o  
" d i v e r s e  c u l t u r e s .  " "The h i s t o r i c a l  core s h o u l d  be 
s e n s i t i z e d  t o  m u l t i c u l t u r a l  i s s u e s , "  said one 
s u p e r i n t e n d e n t .  "We must p r e s e n t  t h e  v a r i o u s  s t r e n g t h s  a n d  
weaknesses  of v a r i o u s  p e o p l e  i n  t h e  w o r l d ,  w e  can1  t e x i s t  a s  
a n  i s l a n d ,  " says  a n o t h e r  s u p e r i n t e n d e n t .  
Problem-solv inq  
Ten s u p e r i n t e n d e n t s  s p e c i f i c a l l y  mentioned t h a t  t h e i r  
c u r r i c u l u m  would c o n c e n t r a t e  on t e a c h i n g  s t u d e n t s  t o  t h i n k  
and  problem-solve . One s u p e r i n t e n d e n t  s p e c i f i c a l l y  s a i d  t h a t  
h e r  c u r r i c u l u m  would de-emphasize " r o t e  memorizat ion a n d  
d r i l l s .  " They want t o  c r e a t e  g r a d u a t e s  who can " s y n t h e s i z e  
i n £  o rma t ion ,  s o l v e  problems,  and make d e c i s i o n s .  " 
" I  want p e o p l e  w i t h  a  c a p a b i l i t y  t o  t h i n k ,  " t o  be able 
t o  e n t e r t a i n  t h e  "what i f s "  and t h e  "why n o t s "  e x p l a i n s  one  
s u p e r i n t e n d e n t .  S h e  would t e a c h  l o g i c  t o  a l l  s t u d e n t s .  
Another  s u p e r i n t e n d e n t  e x p l a i n s  " I  d o n ' t  want t e c h n o c r a t s ,  I 
wan t  p e o p l e  who c a n  t h i n k ,  s o l v e  problems,  and make t h e i r  
own d e c i s i o n s .  " 
"The c u r r i c u l u m  i s  t o o  e a s y , "  compla ins  a n o t h e r  
s u p e r i n t e n d e n t .  H i s  i d e a l  c u r r i c u l u m  would be " h a r d e r "  a n d  
h e  would t e a c h  s t u d e n t s  how t o  t h i n k ,  how knowledge i s  
d i s c o v e r e d  and a p p l i e d  i n  t h e  r e a l  w o r l d . "  H e  would t e a c h  
s t u d e n t s  t o  approach  problems " c r e a t i v e l y  and c r i t i c a l l y . "  
Anothe r  s u p e r i n t e n d e n t s '  c u r r i c u l u m  " e n c o u r a g e s  
i n q u i s i t i v e n e s s t '  a n d  " i n t e g r a t e s  t h i n k i n g  s k i l l s  i n t o  t h e  
e n t i r e  c u r r i c u l u m .  " 
S t i l l  a n o t h e r  recommends a  c u r r i c u l u m  t h a t  t e a c h e s  
" h i g h e r  o r d e r  t h i n k i n g  s k i l l s  and c r e a t i v i t y . "  She w a n t s  
s t u d e n t s  t o  "make knowledge,  n o t  j u s t  a b s o r b  it" a n d  
" u n d e r s t a n d  how knowledge i s  p r o d u c e d . "  One s u p e r i n t e n d e n t  
w a n t s  a c u r r i c u l u m  t h a t  comes f r o m  t h e  k i d s ,  "Kids  would 
c o n s t r u c t  knowledge, r a t h e r  t h a n  b e i n g  f e d  knowledge b y  
a d u l t s .  " 
One s u p e r i n t e n d e n t  t h i n k s  s c i e n c e  is t h e  i d e a l  v e h i c l e  
f o r  t e a c h i n g  t h i n k i n g  and p r o b l e m  s o l v i n g .  H e  would t e a c h  
" t h e  s c i e n t i f i c  methods  of i n v e s t i g a t i o n "  and t h e n  have  
s t u d e n t s  a p p l y  t h e s e  t o  "real p r o b l e m s  i n  t h e  community ."  
S t u d e n t s  would have  t o  e x e r c i s e  dec i s ion -mak ing  c a p a b i l i t i e s  
a s  t h e y  f i r s t  choose  t h e  p r o b l e m  t o  i n v e s t i g a t e  and  t h e n  
choose  t h e  s o l u t i o n  t o  a p p l y .  
T h e s e  s u p e r i n t e n d e n t s  wan t  a c u r r i c u l u m  t h a t  " e q u i p s  
s t u d e n t s  w i t h  r e s e a r c h  s k i l l s , "  t h a t  " t e a c h e s  p r o c e s s e s  n o t  
s p e c i f i c s , "  and e n c o u r a g e s  " c u r i o s i t y "  a n d  " i n t e l l e c t u a l  
e x p l o r a t i o n .  " One s u p e r i n t e n d e n t  p romised  t h a t  "problem- 
s o l v i n g ,  i n v e n t i n g ,  c r e a t i n g  a n d  i n n o v a t i n g  would a l l  be 
v a l u e d  a n d  rewarded"  i n  h e r  s c h o o l .  
I n t e q r a t e d ,  Thematic 
A "thematic,  i n t e r d i s c i p l i n a r y "  cur r icu lum a s  opposed 
t o  a  "depar tmental ized"  one was recommended by e i g h t  o f  t h e  
supe r in t enden t s .  They want a curriculum t h a t  " i n t e g r a t e s  
in£  ormation gleaned from t h e  d i f f e r e n t  con ten t  a r e a s .  " They 
want " t h e  l i n e s  between t h e  sub jec t s  t o  be b l u r r e d . "  They 
want t o  see  "wr i t i ng  a c r o s s  t h e  curr iculum,  " and " th ink ing  
a c r o s s  t h e  curriculum. " They want i n s t r u c t i o n  t o  be  
organized  around r e a l  exper iences  and no t  "fragmented and 
i n d i v i d u a l i z e d ,  'I and n o t  organized around " d i s c r e t e  t a s k s .  " 
T o  accomplish t h i s ,  t h e  super in tendents  c r e a t e d  
i n t e r d i s c i p l i n a r y  u n i t s ,  c r o s s - d i v i s i o n  teams, and a c r o s s -  
g rade - l eve l  teams. One super in tendent  wants " c h i l d r e n  of a l l  
l e a r n i n g  from each o t h e r "  and wants " s u b j e c t s  i n t e g r a t e d  
l i k e  t h e y  a r e  i n  r e a l  l i f e .  " Another super in tendent  would 
e l i m i n a t e  "blocks of i n s t r u c t i o n a l  t i m e "  t h a t  a r e  ded ica t ed  
t o  one p a r t i c u l a r  sub jec t  l i k e  math o r  a r t ,  so t h a t  
" in format ion  could be processed a c r o s s  a l l  k inds  of 
c o n t e n t . "  The i d e a l  curr iculum i s  one supe r in t enden t s '  
school  would " i n t e g r a t e  voca t iona l  s k i l l s ,  t h e r e  would be  no  
t r a i n i n g  i n  s p e c i f i c s . "  A l l  s ub j ec t s  would be i n t e g r a t e d  i n  
t h i s  school  and t h e r e  would be no "35 minute p e r i o d s . "  
Nat iona l  
Half of t h e  s u p e r i n t e n d e n t s  had an op in ion  on t h e  p l a c e  
of a  n a t i o n a l  cur r i cu lum i n  t h e i r  i d e a l  21s t  c en tu ry  Iowa 
system of  s choo l i ng .  Three thought  t h a t  a n a t i o n a l  
cu r r i cu lum was "O.K.," could  "promote f a s t  change," and t h a t  
" w e  need g r e a t e r  c e n t r a l i z a t i o n  of what i s  t augh t . "  One 
s u p e r i n t e n d e n t  t hough t  t h a t  n a t i o n a l  c u r r i c u l a  "might be 
p r e t t y  good documents t o  u s e  a s  a  g e n e r a l  g u i d e l i n e . "  Y e t  
a n o t h e r  supe r in t enden t  d id  n o t  want a n a t i o n a l  cu r r i cu lum as 
a p a r t  of  his i d e a l  system o f  2 1 s t  c e n t u r y  Iowa e d u c a t i o n .  
Technoloqv 
The supe r in t enden t s  w e r e  a sked ,  "What w i l l  be t h e  r o l e  
of technology i n  t h e  l e a r n i n g  p r o c e s s ?  " 
I n s t r u c t i o n a l  Tool 
A l l  1 2  s upe r in t enden t s  d e s c r i b e d  t h e  use of t e chno logy  
i n  t h e i r  i d e a l  21st cen tu ry  Iowa s choo l s .  A l l  but  one o f  
t h e s e  s u p e r i n t e n d e n t s  wanted t echno logy  t o  be used a s  an  
i n s t r u c t i o n a l  t o o l ,  and no t  t r e a t e d  as a s epa ra t e  c u r r i c u l u m  
area .  The l o n e  d i s s e n t e r  b e l i e v e d  t h a t  s h e  would u s e  
t echno logy  " l a r g e l y  a s  a  t o o l ,  " but  t h i n k s  t h a t  it i s  a l s o  
" l e g i t i m a t e "  t o  have  a cur r i cu lum a r e a  focused on i t s  u s e .  
The supe r in t enden t s  s a w  each t e a c h e r ' s  desk  be ing  
equipped wi th  a  p e r s o n a l  computer t e r m i n a l  capable  of t a k i n g  
them i n t o  any in fo rmat ion  s t o r a g e  sys tem,  a l lowing them t o  
r e t r i e v e  information from d a t a  bases  around t h e  globe.  
Teachers would a l s o  have v ideo  as a  t o o l  t o  u s e  to  e v a l u a t e  
themselves and t h e i r  peers o r  t o  record  s t u d e n t  work. 
They dream of a  21st c e n t u r y  Iowa educa t iona l  system 
t h a t  provides  each s tudent  wi th  a  computer f o r  t h e i r  home. 
Each s t u d e n t s '  t e rmina l  w i l l  be hooked i n t o  a  computerized 
encyclopedia .  The i r  paren ts  could con£ erence wi th  t e a c h e r s  
us ing  t h e  computer. 
These super intendents  f o r e s e e  s t u d e n t s  c a r r y i n g  d i s k s  
i n s t e a d  of books. Using l a p  t o p  computers, s t u d e n t s  do 
ass ignments ,  record  homework, and t a k e  t e s t s .  Tes t  r e s u l t s  
from each  s t u d e n t s f  l a p  t op  t e rmina l  a r e  conveyed q u i c k l y  t o  
t h e  t e a c h e r s  ' computer fo r  s c o r i n g  and s t o r a g e .  
There w i l l  b e  s a t e l l i t e  d i shes  a t  every school  t h a t  
provide immediate t ransmiss ion of world e v e n t s .  The Iowa 
Communications Network (ICN) and i n t e r a c t i v e  v ideo  w i l l  be a  
p a r t  of classroom l i f e .  S imulat ion programs w i l l  b e  used 
r o u t i n e l y  and k i d s  can c r e a t e  o r  r eenac t  any even t  on t h e  
computer screen.  
One super intendent  says  " v i r t u a  1 r e a l i t y "  l e a r n i n g  
t o o l s  w i l l  be a v a i l a b l e  t o o .  By donning g loves  and goggles ,  
s t u d e n t s  w i l l  f e e l  a s  i f  t h e y  have e n t e r e d  t h e  computer 
sc reen .  The s imula t ion  of r e a l i t y  i s  so  complete t h a t  
s t u d e n t s  w i l l  f e e l  as  i f  t h e y  a r e  walking around i n  whatever 
environment i s  dep ic t ed  on he  s c r e e n .  By donning t h e  g loves  
and goggles they can "become" any animal and expe r i ence  
r e a l i t y  a s  a  f r o g  o r  a  l o b s t e r .  They can be t h e  " b a l l "  i n  
b a l l  games, o r  watch t h e  a c t i o n  from t h e  r i g h t  f i e l d  
b l e a c h e r s ,  o r  from wherever t h e y  choose. 
One super in tendent  s a y s  t h a t  h i s  i d e a l  2 1 s t  c e n t u r y  
Iowa school  system w i l l  have " t h e  b e s t  technology a v a i l a b l e ,  
whatever  t h e  army has ,  schools  w i l l  have. " Another s ays  t h a t  
" technology w i l l  be a s  much a p a r t  of every  classroom as t h e  
blackboard,  no one w i l l  g i v e  it a  second though t . "  
F l e x i b i l i t y  
These super in tendents  desc r ibe  mu l t i p l e  uses  f o r  
technology i n  t h e i r  f u t u r e  schools .  One w i l l  u s e  technology 
t o  " i n j e c t  t h e  c l o s e s t  t h i n g  t o  r e a l  l i f e , "  v i r t u a l  r e a l i t y ,  
i n t o  t h e  classroom. Another wants t o  use technology t o  h e l p  
t e a c h e r s  with grading,  g a t h e r i n g  informat ion,  and 
communicating wi th  s t u d e n t s  i n  t h e i r  homes. Another s e e s  
computers a s  a g r e a t  t o o l  t o  t each  s p e l l i n g .  One 
supe r in t enden t  w i l l  u se  technology " t o  make k i d s  more 
s e l f - r e l i a n t  l e a r n e r s . "  
L imi t a t i ons  
A few super in tendents  wanted l i m i t e d  use of technology 
i n  t h e i r  f u t u r e  s choo l s .  One th inks  "k ids  working a t  home on  
computers" i n s t e a d  of coming t o  school  i s  "nonsense" because  
" p a r e n t s  won't be home t o  supe rv i se ,  t h e y ' l l  b e  away working 
o r  p lay ing  g o l f . "  Another super in tendent  does not want h i s  
f u t u r e  s tudents  t o  become t o o  dependent on technology. H e  
wor r i e s  how they would f a r e  " i f  someone unplugged i t . "  One 
super in tendent  s a y s  t h a t  computers i n  h e r  i d e a l  school  would 
never  r e p l a c e  "human i n t e r a c t i o n "  a s  an i n s t r u c t i o n a l  t o o l .  
Summary and Discuss ion 
The super in tendents '  d ia logue  provided f i v e  common 
themes which recur red  throughout each of t h e i r  v i s i o n s ,  
F i r s t ,  they  cha rac t e r i zed  Iowa schoo l s  of t h e  f u t u r e  a s  
c a r i n g  communities of l e a r n e r s  i n  which r e l a t i o n s h i p s  were 
valued and nur tured .  
School Cl imate  
People i n  t h e s e  schools  w i l l  form deep personal  
r e l a t i o n s h i p s  wi th  each o t h e r ,  r a t h e r  than t h e  bus iness  
r e l a t i o n s h i p s  t y p i c a l l y  formed among f a c u l t y .  There w i l l  be 
"a d i s t r i c t  wide f e e l i n g  of belonging.  " The atmosphere w i l l  
" f e e l  less formal and more human. " People  " w i l l  bond w i t h  
each o t h e r . "  They w i l l  be r e s p o n s i b l e  f o r  each o t h e r  and  
w i l l  c a r e  deeply about each o t h e r .  P r i n c i p a l s  w i l l  c a r e  
about  t h e  personal  and p ro fe s s iona l  well-being of t e a c h e r s .  
Teachers w i l l  know and c a r e  about each  of t h e i r  s t u d e n t s  and 
s t u d e n t s  w i l l  c a r e  about  each o t h e r .  
These r e l a t ionsh ips  w i l l  be  supported by l a r g e  and 
small  changes i n  everyday school a c t i v i t i e s .  Opportuni t ies  
t o  t a l k  with colleagues and t o  a t t e n d  workshops and 
conferences w i l l  replace t h e  i s o l a t e d  teacher  e x i s t e n c e  
experienced by most teachers .  School counci l s ,  dec is ion-  
making teams, and peer coaching and mentoring a l l i a n c e s  w i l l  
c r e a t e  "a  s p i r i t  of c o l l e g i a l i t y  and co l l abora t ion .  " New 
t eache r s  w i l l  s e rve  in t e rnsh ips  and be supported a s  t h e y  
l e a r n  t h e i r  teaching c r a f t .  They w i l l  f e e l  surrounded by 
valued col leagues and f r iends .  
Administrative Role 
The a u t o c r a t i c  p r inc ipa l  of t h e  20th century i s  
replaced with a f a c i l i t a t o r  whose primary funct ion i s  t o  
make s u r e  t h a t  resources e x i s t  s o  t h a t  t eache r s  can do t h e i r  
job we l l .  These new adminis t ra tors  w i l l  meet w i t h  t eache r s  
n o t  t o  c r i t i c i z e  o r  t o  evaluate ,  but t o  understand and t o  
a s s i s t  them i n  becoming t h e  b e s t  educator  they can be. 
Teacher evaluat ions w i l l  be  t r a n s £  ormed i n t o  a welcomed 
oppor tuni ty  t o  s i t  down with a col league and d i s c u s s  
p ro fess iona l  i s s u e s .  Teacher eva lua t ion  c h e c k l i s t s  w i l l  be 
replaced with teacher  p o r t f o l i o s  t h a t  g ive  teachers  an 
oppor tuni ty  t o  d i s p l a y  t h e i r  b e s t  work. 
V a l u i n a  S t u d e n t s  
C h i l d r e n  w i l l  f e e l  c l o s e  t o  t h e i r  t e a c h e r s  and  w i l l  
e x p e r i e n c e  t e a c h e r s  e n  j o y i n g  them and  en joy ing  b e i n g  w i t h  
them. T e a c h e r s  w i l l  b e  i n v o l v e d  w i t h  k i d s  b o t h  e d u c a t i o n a l l y  
and p e r s o n a l l y  a n d  w i l l  v a l u e  t h e i r  r e l a t i o n s h i p  w i t h  t h e  
k i d s .  
Every s t u d e n t  i n  2 1 s t  c e n t u r y  Iowa s c h o o l s  w i l l  f e e l  
n u r t u r e d  and l i s t e n e d  t o ,  n o u r i s h e d  and c a r e d  f o r  by 
eve ryone  on t h e  s c h o o l  f a c u l t y .  S t u d e n t s  w i l l  v i e w  s c h o o l  as 
a  p l a c e  t o  f i n d  h e l p  f o r  t h e m s e l v e s  and t h e i r  f a m i l i e s .  
Classroom C l i m a t e  
The i d e a l  Iowa t e a c h e r  of t h e  2 1 s t  c e n t u r y  w i l l  b e  a 
person  who i s  a b l e  t o  r e l a t e  w e l l  t o  s t u d e n t s .  T e a c h e r s  w i l l  
be knowledgeable a b o u t  p e o p l e  and n o t  j u s t  s u b j e c t s  and  must  
have c o u n s e l i n g  and  s o c i a l  work s k i l l s .  Humor, o p e n n e s s ,  and 
ene rgy  are t h e  i n s t r u c t i o n a l  t o o l s  t h e s e  t e a c h e r s  w i l l  u s e  
t o  b u i l d  r e l a t i o n s h i p s  w i t h  eve ryone .  Teachers  w i l l  c r e a t e  a 
c l i m a t e  of  c a r i n g  and w i l l  h a v e  t h e  c h i l d r e n ' s '  b e s t  
i n t e r e s t s  a t  h e a r t .  
Coopera t ive  l e a r n i n g  s t r a t e g i e s  w i l l  f o r g e  t h e  l e a r n i n g  
of c o g n i t i v e  and e f f e c t i v e  compe tenc ies  as a l l  members o f  
t h i s  l e a r n i n g  community s t r u g g l e  t o  d o  b e t t e r .  S t u d e n t s  w i l l  
come t o  s c h o o l  because  they want t o ,  n o t  because  t h e y  h a v e  
t o .  
T r u s t  
A l l  members of t h i s  i d e a l  Iowa s choo l  community w i l l  
t r u s t  each  o t h e r .  Everyone w i l l  trust t h a t  t h e  i n e v i t a b l e  
d a i l y  c o n f l i c t s  i n  school  l i f e  w i l l  be r o u t i n e l y  hand led  
w i t h  f a i r n e s s  and good w i l l .  Everyone w i l l  s eek  
unde r s t and ing  and n o t  blame. There w i l l  be a  s e n s e  of 
decency  and f a i r  p l a y .  
Next,  t h e  supe r in t enden t s  d e s c r i b e d  an  e d u c a t i o n a l  
sys tem t h a t  would model democrat ic  p r i n c i p l e s  i n  a l l  a s p e c t s  
of  s c h o o l  l i f e .  
According t o  t h e  supe r in t enden t s  Iowans l i v i n g  i n  t h e  
2 1 s t  c e n t u r y  w i l l  con t inue  t o  b e l i e v e  t h a t  t h e y  have b o t h  
mora l  and f i s c a l  r e s p o n s i b i l i t i e s  t o  educa te  a l l  c i t i z e n s  i n  
t h e  concep t s  and s k i l l s  necessa ry  t o  l i v e  i n  a democra t i c  
s o c i e t y .  They b e l i e v e  t h a t  s choo l i ng  should  remain a  p u b l i c ,  
c o l l e c t i v e  r e s p o n s i b i l i t y .  They seek a  system of s c h o o l i n g  
t h a t  models and t e a c h e s  both democra t i c  c o n f l i c t  r e s o l u t i o n  
p r i n c i p l e s  t h a t  p r o t e c t  a l l  c i t i z e n s  i n  a democra t i c  
s o c i e t y .  
The supe r in t enden t s  would o f f e r  p a r e n t s  a cho i ce  w i t h i n  
t h e  p u b l i c  educa t i on  system. They d e s c r i b e  i d e a l  s c h o o l s  
t h a t  r e j e c t  t h e  p r i v a t i z a t i o n  o f  e d u c a t i o n  because  it 
" s u p p o r t s  q u a l i t y  educa t ion  f o r  t h e  f e w  r a t h e r  t h a n  f o r  a l l  
s t u d e n t s . "  
Decision Makinq 
Unlike present  Iowa schools ,  t h e  i d e a l  I o w a  school  of 
t h e  f u t u r e  would have a  f l a t t e n e d  decision-making s t r u c t u r e .  
Gone would be t h e  a u t o c r a t i c  h ie rarchy  of 20th century 
schools .  Instead,  a  democratic process of dec is ion  making 
would appear .  Teachers and adminis t ra tors  i n  t h i s  i d e a l  Iowa 
school w i l l  form c o l l e c t i v e  v is ions  of t h e  school they  want 
and a l l  members of t h e  school community w i l l  be empowered t o  
make t h e i r  v i s ion  a  r e a l i t y .  
Loosely networked schools with pared down bureaucrac ies  
w i l l  opera te  using a  decent ra l ized ,  school-based, dec i s ion-  
making model. Schools w i l l  f o m  networks not h i e r a r c h i e s .  
Autonomous Teachers 
Teachers i n  i d e a l  Iowa schools w i l l  be autonomous, 
well-prepared p ro fess iona l s ,  who w i l l  not  be l e d  by r u l e s  
and regula t ions .  Teaming and shared dec is ion  making w i l l  
r ep lace  t h e  more t r a d i t i o n a l  h ie rarchy  of teacher  l e a d e r s  i n  
2 1 s t  century Iowa schools.  P a r t i c i p a t o r y  democracy w i l l  
p r e v a i l  a s  t h e  v e h i c l e  f o r  so lv ing  school problems. 
The r o l e  of t h e  t eache r  w i l l  be f i l l e d  by a v a r i e t y  of 
p ro fess iona l s ,  each possessing d i f f e r e n t  s k i l l s  and l e v e l s  
of e x p e r t i s e .  Teachers i n  i d e a l  Iowa schools w i l l  be a b l e  t o  
choose any research-based i n s t r u c t i o n a l  method they  want, a s  
long as  a l l  s tuden t s  a r e  reaching  their l e a r n i n g  p o t e n t i a l .  
However, t h e r e  w i l l  be  a  s t r i c t  a c c o u n t a b i l i t y  system i n  
p l a c e ,  d e f i n e d  by each s choo l  community. Teachers w i l l  
remain accountab le  t o  t h e i r  s t u d e n t  customers and t o  t h e i r  
p a r e n t s  . 
P a r e n t  Empowerment 
Pa r en t s  of c h i l d r e n  i n  t h i s  i d e a l  21st Iowa schoo l  
system w i l l  f e e l  empowered because  t h e y  w i l l  be asked t o  
make meaningful d e c i s i o n .  They w i l l  have r e a l  and impor tan t  
r o l e s  t o  p l a y  i n  schoo l  l i f e .  
To encourage t h i s  democra t i c  p a r t i c i p a t i o n ,  s c h o o l s  
w i l l  a c t i v e l y  seek p a r e n t a l  involvement .  They w i l l  no t  be  
c o n t a c t e d  on ly  t o  invo lve  a small s l i c e  of t h e  schoo l  
community, b u t  w i l l  seek  b road  p a r e n t a l  r e p r e s e n t a t i o n .  They 
w i l l  v i s i t  homes of p a r e n t s  who do n o t  u s u a l l y  come t o  
schoo l  meet ings .  
P a r e n t s ,  bus iness  peop le ,  t e a c h e r s ,  and s t u d e n t s  w i l l  
come t o g e t h e r  and j o i n t l y  d e c i d e  t h e  schoo ls '  miss ion  and  
t h e y  w i l l  be h e a v i l y  i nvo lved  i n  d e c i d i n g  i t s  cur r i cu lum.  
Democratic i d e a l s  w i l l  gu ide  t h e i r  cu r r i cu lum d e c i s i o n s .  
S tuden t  Empowerment 
The i d e a l  2 1 s t  c e n t u r y  Iowa t e a c h e r  w i l l  b e l i e v e  t h a t  
t h e  empowerment of  s t u d e n t s  i s  t h e  most impor tan t  goa l  of  
e d u c a t i o n .  The i r  c lassrooms w i l l  be l i v i n g  models o f  
democracy and t h e y  w i l l  model democra t i c  p r i n c i p l e s  d u r i n g  
a l l  s t u d e n t - t e a c h e r  i n t e r a c t i o n s .  A l l  c l a ss room a c t i v i t i e s  
w i l l  be des igned t o  t each  and r e i n f o r c e  democ ra t i c  l i f e  
s k i l l s  : coope ra t i on  and problem so lv ing .  
S t u d e n t s  i n  t h e s e  democra t i c  classrooms w i l l  have more 
r e s p o n s i b i l i t y  f o r  t h e i r  own l e a r n i n g  and more cho i ce s .  
S t u d e n t s  w i l l  f e e l  l i k e  t h e y  have i n £  luence  a n d  c o n t r o l  over  
t h e i r  own d e s t i n y .  
A t h i r d  common theme t h e  supe r in t enden t s  i d e n t i f i e d  was 
t h a t  t h e i r  i d e a l  schools  o f  t h e  f u t u r e  would p l a c e  supreme 
v a l u e  o n  t h e  conservat ion  and development of a l l  human 
r e s o u r c e s .  I n  t h e  p a s t ,  "Iowa h a s  squandered i t s  human 
r e s o u r c e s  " because  they  w e r e  p l e n t i f u l .  
I n  t h e  2 1 s t  century ,  a reduced l a b o r  poo l  and an 
i n c r e a s e d  r e s p e c t  f o r  t h e  t a l e n t s  of a l l  p eop l e  w i l l  c a u s e  
Iowans t o  rethink t h e i r  approach t o  human r e s o u r c e  
development.  The bus iness  community w i l l  t e l l  s choo l s  i n  t h e  
2 1 s t  c e n t u r y  t h a t  Iowa needs t h e  s t r e n g t h s  of a l l  of i t s  
c i t i z e n s .  Everyone w i l l  b eg in  t o  recogn ize  t h a t  "each c h i l d  
h a s  something t e r r i f i c  t o  o f f e r  . " 
Human Resource Development 
According t o  t h e  s u p e r i n t e n d e n t s ,  pe rhaps  f o r  t h e  f i r s t  
t i m e ,  t h e  s t a t e  w i l l  believe t h a t  human r e s o u r c e s  a r e  o u r  
most impor t an t  r e sou rce s  a n d  t h e y  w i l l  be  w i l l i n g  t o  commit 
bo th  t i m e  and money t o  t h e  development of p e o p l e  r e s o u r c e s .  
Iowans w i l l  suppo r t  spending f o r  programs t h a t  add re s s  a 
broad spectrum of c h i l d  needs  and n o t  just t h o s e  d i r e c t l y  
r e l a t e d  t o  i n s t r u c t i o n .  
The pub l i c  w i l l  s e e  e d u c a t i o n  as  c r i t i c a l  t o  t h e  
s t a t e s  ' economic wel l -being,  t h e y  w i l l  s uppo r t  t h e  p lacement  
i n  s c h o o l s  of  e v e r y  t e c h n o l o g i c a l  l e a r n i n g  t o o l  a v a i l a b l e  t o  
b u s i n e s s  and t o  t h e  m i l i t a r y .  S imula t ion  d e v i c e s ,  v i r t u a l  
r e a l i t y ,  i n t e r a c t i v e  v ideo ,  and s t u d e n t  l a p  t o p  computers  
w i l l  become a s  common i n  c lassrooms as blackboards  and 
c h a l k .  S tuden t s  w i l l  c a r r y  computer d i s c s  i n s t e a d  o f  
t ex tbooks .  Teachers  w i l l  u s e  computer t e r m i n a l s  a t  t h e i r  
desk  t o  read s t u d e n t  ass ignments ,  r e co rd  s t u d e n t  g r a d e s ,  
develop t e s t s ,  and g a i n  i n s t a n t  a c c e s s  t o  world-wide d a t a  
b a s e s .  Researching any t o p i c  w i l l  b e  an e a s y  t a s k  f o r  b o t h  
t e a c h e r s  and s t u d e n t s .  
Developinq A l l  C h i l d r e n f  s T a l e n t s  
The goa l  of a l l  i n s t r u c t i o n  i n  i d e a l  Iowa schoo ls  w i l l  
be t o  e n s u r e  t h a t  " a l l  c h i l d r e n  are s u c c e s s f u l  eve ry  d a y .  " 
Each t e a c h e r  w i l l  demonst ra te  t h e  b e l i e f  t h a t  "g iven t h e  
r i g h t  k i n d  of  l e a r n i n g  expe r i ence ,  a l l  c h i l d r e n  can be 
s u c c e s s f u l ,  " 
Teachers w i l l  a l s o  t a k e  t h e  r e s p o n s i b i l i t y  for 
e l i m i n a t i n g  boredom, and f o r  making each s t u d e n t  f e e l  good 
abou t  l e a r n i n g .  They w i l l  know how t o  engage a l l  s t u d e n t s  
and make them f e e l  e x c i t e d  abou t  l e a r n i n g .  To meet t h e  needs  
of  a l l  s t u d e n t s ,  educa to r s  w i l l  v a l u e  a  v a r i e t y  of models o f  
e d u c a t i o n  and schoo ls  w i l l  no t  a l l  l o o k  t h e  same. Every 
c h i l d  w i l l  r e c e i v e  an enr iched ,  a c c e l e r a t e d ,  c h a l l e n g i n g  
c u r r i c u l u m  t augh t  by appea l ing  t o  t h e  unique c o g n i t i v e  s t y l e  
of each  s t uden t .  No s t u d e n t  w i l l  be a s s i g n e d  t o  a  " s lower  
t r a c k "  of c l a s s e s  and "pul l -out  programs" w i l l  be used 
j u d i c i o u s l y  and o n l y  when r e s e a r c h  s u p p o r t s  t h e i r  u s e .  
Developinq Employee's T a l e n t s  
T h i s  commitment t o  human r e s o u r c e s  development w i l l  
e x t e n d  t o  a l l  members of t h e  schoo l  community. In  t h e  2 1 s t  
c e n t u r y ,  t e ache r s  w i l l  "have t o  be much more t h a n  t h e y  are 
now. " Teacher t r a i n i n g  programs w i l l  b e  f a r  more r i g o r o u s .  
I nadequa t e  t e a c h e r  t r a i n i n g  programs w i l l  d i s a p p e a r  and o n l y  
u n i v e r s i t y  t r a i n i n g  programs a c c r e d i t e d  by  an independen t ,  
n a t i o n a l  body w i l l  e x i s t .  
I d e a l  2 1 s t  c e n t u r y  Iowa schoo l  d i s t r i c t s  w i l l  commit t o  
a  s t r o n g  program of s t a f f  development f o r  a l l  of t h e i r  
employees .  Teachers w i l l  spend o n l y  a p o r t i o n  of t h e i r  work 
week i n  d i r e c t  c o n t a c t  wi th  s t u d e n t s ;  much of it w i l l  be 
s p e n t  i n  t r a i n i n g  and development a c t i v i t i e s .  F a c u l t i e s  w i l l  
b e  g i v e n  ample t i m e  to  l e a r n ,  t o  p r a c t i c e ,  t o  r e f l e c t ,  t o  
c o n v e r s e  and s t udy  w i t h  pee r s ,  and t o  a t t e n d  c o n f e r e n c e s .  
"One s h o t "  workshops w i l l  d i s a p p e a r  a n d  t r a i n i n g  w i t h  
long- term follow-up components w i l l  be t h e  norm. New 
t e a c h e r s  w i l l  l e a r n  t h e i r  c r a f t  suppor ted  by mentors  and 
coaches .  Admin i s t ra to r s  w i l l  r e ce ive  c o n t i n u a l  t r a i n i n g  and 
coach ing .  Everyone w i l l  be expected  t o  c o n t i n u a l l y  grow and 
s t r e t c h .  
Super in tenden t s  t h e n  de sc r i bed  Iowa s choo l s  t h a t  w e r e  
immensely f l e x i b l e  bo th  i n  s t r u c t u r e  and d a i l y  f u n c t i o n i n g .  
New technology and s c i e n t i f i c  breakthroughs  w i l l  cause  a 
c o n s t a n t  reshaping of t h e  2 1 s t  c e n t u r y  marketplace  and t h e  
i d e a l  2 1 s t  c en tu ry  Iowa s choo l  system w i l l  be capab le  o f  
r a p i d l y  r e inven t i ng  i t s e l f  t o  accommodate t h i s  con t i nuous ly  
chang ing  21s  t cen tu ry  wor ld .  
Rewardins F l e x i b i l i t y  
Schools  w i l l  reward and v a l u e  change a g e n t s  who can 
e a s i l y  i n v e n t  and a p p l y  new paradigms. ~ i s k - t a k i n g  w i l l  b e  
suppo r t ed  and rewarded; m i s t akes  w i l l  be expected  as a 
n a t u r a l  by-product of expe r imen t a t i on .  
Teachers and a d m i n i s t r a t o r s  w i l l  e xpec t  change.  Rather 
t h a n  f e e l i n g  t h r e a t e n e d  by new l e a r n i n g ,  s choo l  f a c u l t i e s  
w i l l  have  developed p r o c e s s e s  for minimizing t h e  stress t h a t  
accompanies a l t e r a t i o n s  i n  d a i l y  p r a c t i c e s .  
F l e x i b l e  Curriculum 
Design p rocesses  and documents w i l l  b e  s t r u c t u r e d  i n  a  
way t h a t  a l lows e a s y  i n c o r p o r a t i o n  of new knowledge. There 
w i l l  be  few s t a t e  r e g u l a t i o n s  p e r t a i n i n g  t o  c u r r i c u l u m  and 
i n s t r u c t i o n .  Curr icu lum o f f e r i n g s  w i l l  b e  d e v e l o p m e n t a l l y  
a p p r o p r i a t e  and b o t h  t h e  sequence  and  c o n t e n t  w i l l  n o t  be 
r i g i d l y  a p p l i e d  t o  a l l  s t u d e n t s .  I n  q u a l i t y  2 1 s t  c e n t u r y  
Iowa s c h o o l s  i t  w i l l  be a c c e p t a b l e  f o r  b o t h  s t u d e n t s  a n d  
t e a c h e r s  t o  d e l e t e  o r  add i n s t r u c t i o n a l  o b j e c t i v e s  o r  t o  
a l t e r  t h e  o r d e r  of t h e i r  p r e s e n t a t i o n  i n  o r d e r  t o  enhance  
m a s t e r y  . 
I n s t r u c t i o n a l  V a r i e t y  
Teache r s  w i l l  know many d i f f e r e n t  r o u t e s  t o  e a c h  
l e a r n i n g  d e s t i n a t i o n .  Teache r s  w i l l  l o o k  t o  e a c h  s t u d e n t ' s  
u n i q u e  needs  t o  d e t e r m i n e  which r o u t e  i s  b e s t .  They w i l l  
c o n s i d e r  d i f f e r e n t  c o g n i t i v e  s t y l e s  a n d  m o d a l i t y  
p r e f e r e n c e s .  T h e y  w i l l  d e s i g n  a c t i v i t i e s  t h a t  a p p e a l  t o  b o t h  
l e f t  and  r i g h t  b r a i n  l e a r n e r s .  
S t a n d i n g  i n  f r o n t  of t h e  room a n d  l e c t u r i n g  t o  a  g r o u p  
o f  s t u d e n t s  who are s i t t i n g  q u i e t l y  i n  rows o f  desks  w i l l  
r e p r e s e n t  o n l y  o n e  model of  t e a c h i n g ,  and  t h i s  model w i l l  
o c c u r  i n f r e q u e n t l y  i n  q u a l i t y  2 1 s t  c e n t u r y  Iowa s c h o o l s .  
I n s t e a d ,  eve ry  d a y  some s t u d e n t s  w i l l  r e c e i v e  i n s t r u c t i o n  i n  
s m a l l  g r o u p s ,  o t h e r s  i n  one-to-one c o n v e r s a t i o n  w i t h  the 
t e a c h e r .  Some s t u d e n t s  w i l l  l e a r n  a l o n e ,  some w i l l  i n t e r a c t  
w i t h  a computer t e r m i n a l  and  s t i l l  o t h e r s  w i l l  l e a r n  a t  
home. 
M u l t i p l e  Imases o f  S c h o o l i n q  
C i t i z e n s  of t h e  2 1 s t  c e n t u r y  w i l l  r e c o g n i z e  t h e  l i m i t e d  
u s e f u l n e s s  of  t h e  image of s c h o o l i n g  t h a t  t hey  remember from 
t h e i r  c h i l d h o o d .  They w i l l  l e t  g o  of t h e  n o t i o n  t h a t  
l e a r n i n g  must  be a somber, p u n i t i v e  p r o c e s s .  I n s t e a d  t h e y  
w i l l  e x p e c t  t o  see t e a c h e r s  and s t u d e n t s  l a u g h i n g  a n d  
t a l k i n g  as t h e y  l e a r n .  
Schools  migh t  r e f e r  t o  t h e  t r a d i t i o n a l  " l i t t l e  r e d  
schoo lhouse ,  " b u t  i t  w i l l  a l s o  d e n o t e  a s t o r e  f r o n t  , a 
shopping  m a l l ,  an  of  £ice b u i l d i n g ,  o r  a b u i l d i n g  f i l l e d  w i t h  
l o u n g e - l i k e  rooms and o f f i c e s  a s  a l t e r n a t i v e  pa rad igms  f o r  
" s c h o o l "  i n v e n t e d  by t h e  s u p e r i n t e n d e n t s .  
P a r e n t s  and e d u c a t o r s  w i l l  eas i ly  a c c e p t  t h e  many n e w  
v e r s i o n s  of 2 1 s t  c e n t u r y  Iowa s c h o o l i n g  and w i l l  s u p p o r t  
i n n o v a t i v e  e d u c a t i o n a l  p r a c t i c e s .  P a r e n t s  w i l l  f e e l  
c o m f o r t a b l e  when t h e i r  c h i l d r e n  are s c h o o l e d  o u t s i d e  t h e  
c l a s s room w a l l s .  They w i l l  f e e l  c o m f o r t a b l e  w i t h  homework 
as s ignment s  t h a t  i n v o l v e  t h e  s t u d e n t s  i n  t h i n k i n g  a b o u t  
problems r a t h e r  t h a n  p r a c t i c i n g  r o t e  s k i l l s .  
Teachers  w i l l  f e e l  no n e e d  t o  a d o p t  t h e  t e a c h e r  
b e h a v i o r s  t h e y  have  i n t e r n a l i z e d  from t h e i r  own e d u c a t i o n a l  
e x p e r i e n c e s .  I n s t e a d ,  t h e y  w i l l  i n v e n t  new t e a c h e r  r o l e s  
t h a t  s u p p o r t  h i g h e r  l e v e l s  o f  l e a r n i n g  f o r  a l l  s t u d e n t s .  
F i n a l l y ,  t h e y  d e s c r i b e d  s c h o o l s  t h a t  r e q u i r e d  e a c h  
s t u d e n t  and  f a c u l t y  member t o  become h i g h  c a l i b e r  p r o b l e m  
s o l v e r s .  A l l  members of t h e  i d e a l  2 1 s t  c en tu ry  Iowa s choo l  
community w i l l  be expected t o  b e  r e f l e c t i v e ,  e x p e r t  problem 
s o l v e r s .  Teachers and s t u d e n t s  w i l l  v a l u e  i n q u i r y  and f e e l  
comfor tab le  wi th  ambiguity and u n c e r t a i n t y .  
Creat ive  Teacher  Leaders  
Rather  then b l i n d l y  f o l l o w i n g  s t a t e  and s c h o o l  d i s t r i c t  
r u l e s  and r e g u l a t i o n s ,  f a c u l t i e s  of t h e  f u t u r e  w i l l  be 
r e s p o n s i b l e  f o r  shaping t h e i r  p r a c t i c e s  t o  respond t o  t h e  
unique needs of t h e i r  s t u d e n t  body. They w i l l  b e  r e s p o n s i b l e  
f o r  ana lyz ing  t h e  needs and d e s i r e s  o f  t h e i r  community and 
i n v e n t i n g  a  schoo l  v i s i o n  a n d  m i s s i o n  t h a t  responds  t o  them. 
They  t hen  w i l l  be asked t o  d e s i g n  d a i l y  i n s t r u c t i o n a l  
p r a c t i c e s  t h a t  a r e  uniquely s u i t e d  t o  t h e  needs of t h e i r  
p a r t i c u l a r  s t u d e n t s  c o n s t i t u e n c y .  
Teachers w i l l  be expected  t o  c o n s t r u c t  an e f f e c t i v e  
l e a r n i n g  process  f o r  each s t u d e n t  t h e y  encounte r .  They w i l l  
n o t  be rewarded f o r  memorizing a n d  r o u t i n e l y  a p p l y i n g  a p a t  
s e t  of pedagogical  r u l e s .  I n s t e a d ,  t h e y  w i l l  r e c e i v e  s o l i d  
t r a i n i n g  i n  t h e  b e s t  e d u c a t i o n a l  p r a c t i c e s  d e f i n e d  by 
e d u c a t i o n a l  r e s e a r c h ,  and t h e y  w i l l  be t r a i n e d  t o  d i agnose  
i n d i v i d u a l  l e a r n e r  needs. Armed w i t h  t h a t  knowledge, t h e y  
w i l l  be expected t o  a c t  as " t e a c h e r  r e s e a r c h e r s "  who 
c o n s t r u c t  unique educa t i ona l  p l a n s  f o r  each s t u d e n t ,  
a c t i v e l y  tes t  and eva lua t e  t h e  r e s u l t s  of t h e i r  p l a n ,  and  
modi fy  i t s  s t r u c t u r e  when s t u d e n t  s u c c e s s  i s  n o t  
f o r t h c o m i n g  . 
Learninq  Throuqh Problem S o l v i n a  
L i v e l y ,  i n t e r a c t i v e  e n c o u n t e r s  w i l l  c h a r a c t e r i z e  t h e  
l e a r n i n g  p r o c e s s .  Discrete s u b j e c t s  rarely w i l l  be t a u g h t ;  
i n s t e a d ,  i n s t r u c t i o n  w i l l  b e  woven t o g e t h e r  t h e m a t i c a l l y  t o  
e n c o u r a g e  h o l i s t i c  u n d e r s t a n d i n g .  Although a c o r e  o f  
l e a r n i n g  s k i l l s  w i l l  be t a u g h t  t h e s e  s k i l l s  w i l l  be  a p p l i e d  
c o n t i n u o u s l y  t o  u n d e r s t a n d i n g  and  s o l v i n g  problems t h a t  are 
r e a l  t o  t h e  s t u d e n t s  and  t o  t h e i r  community. 
R o t e  memorizat ion w i l l  be deemphasized and  i n s t e a d  
s t u d e n t s  w i l l  be expec ted  t o  s y n t h e s i z e  i n f o r m a t i o n  and t h e n  
u s e  it t o  s o l v e  problems a n d  make d e c i s i o n s .  S t u d e n t s  w i l l  
b e  t a u g h t  t o  use  t h e  s c i e n t i f i c  method of i n v e s t i g a t i o n  t o  
s t u d y  community problems.  S t u d e n t s  w i l l  l e a r n  p r o c e s s e s  
r a t h e r  than  s p e c i f i c s  and a l l  l e a r n i n g  a c t i v i t i e s  w i l l  be 
d e s i g n e d  t o  encourage  i n t e l l e c t u a l  e x p l o r a t i o n  and c r e a t i o n .  
S t u d e n t s  w i l l  be i n v i t e d  t o  e x p l o r e  e x i s t i n g  knowledge s o  
t h e y  c a n  c r e a t e  new knowledge and new u n d e r s t a n d i n g .  
Barriers 
The s u p e r i n t e n d e n t s  w e r e  a sked ,  "Given y o u r  knowledge 
of the c u r r e n t  e d u c a t i o n a l  e f f o r t s  i n  Iowa and your  own 
d i s t r i c t ,  what do you see are t h e  b a r r i e r s  t h a t  w i l l  k e e p  
you r  i d e a l  v i s i o n  from becoming a r e a l i t y ? "  The fo l l owing  
r e f l e c t s  t h e i r  r e sponses .  
H i s t o r i c a l  I n e r t i a  
"The norm of t h e  one room Iowa s c h o o l  house is s o  
s t r o n g . "  "Parents  a r e  r e a l  e a g e r  f o r  schoo l  t o  improve, t h e y  
j u s t  d o n ' t  want them t o  change."  Most supe r in t enden t s  found 
t h e  p l e a s a n t  memory of i n d i v i d u a l ' s  own chi ldhood s choo l  
e x p e r i e n c e  a s  a  s e r i o u s  b a r r i e r  t o  s c h o o l  r e s t r u c t u r i n g .  
People want s c h o o l s  t o  b e  a l i t t l e  b i t  b e t t e r ,  bu t  t h e y  
want them t o  look l i k e  t hey  have always looked.  " W e  a l l  went  
t o  s c h o o l  and we know what i t s  supposed t o  be l i k e . "  
Teachers  have d i f f i c u l t y  changing p r a c t i c e  because of a  
s t r o n g  a t tachment  t o  ch i ldhood  images of t e a c h e r s ,  and t h e  
p u b l i c  h a s  d i f f i c u l t y  a c c e p t i n g  any change t h a t  
s i g n i f i c a n t l y  a l t e r s  t h e  appearance  o f  schoo ls  a s  t h e y  knew 
them. 
"This  is  t he  kind of e d u c a t i o n  I g o t ,  t h e r e f o r e ,  it 
w i l l  be f i n e  f o r  m y  k i d s . "  "There  i s  t h i s  h i s t o r i c a l  
i n e r t i a ,  t h i s  i s  t h e  way I d i d  i t .  " Super in tenden t s  t h i n k  
t h e  power of t h e  known, t h e  tendency t o  h a b i t u a t e  p a t t e r n s  
of  t h i n k i n g  and behaving,  s e r i o u s l y  o b s t r u c t s  school. 
r e s t r u c t u r i n g .  
" W e  have c r e a t e d  t h i s  Iowa e d u c a t i o n a l  system and i t s  
l i k e  conc re t e .  " "I t  i s  always hard  t o  change t h e  e x i s t i n g  
way of doing bus ine s s ,  p a r t i c u l a r l y  i f  you need t o  s h i f t  
r e s p o n s i b i l i t i e s . "  "Iowa t r a d i t i o n "  impedes p r o g r e s s ,  
a cco rd ing  t o  t h e s e  supe r in t enden t s .  One s u p e r i n t e n d e n t  i s  
convinced t h a t  " o n l y  when t h e  dead  weigh t  of how w e  do i t  
now i s  o f f  o u r  shou lde r s  can w e  r e s t r u c t u r e  t h e  p r o c e s s e s  of  
what w e  now ca l l  schoo l .  " " W e  must  t h i n k  about  b r eak ing  
molds,  " says  one super in tenden t ,  "because  w e  are comple te ly  
c o n s t r a i n e d  by t h e  e x i s t i n g  s t r u c t u r e s . "  
Local Schools  A r e  F ine  
"Most Iowans have not been convinced t h a t  t h e r e  i s  a  
need t o  change schoo ls .  " "The v a s t  m a j o r i t y  of Iowans d o n ' t  
g e t  i t .  They a r e  s a t i s f i e d  w i t h  s c h o o l s  a s  t h e y  are." 
"People t h i n k  educa t ion  i s  t e r r i b l e ,  excep t  i n  our  s c h o o l s .  " 
"Iowa s choo l s  have a  s t r o n g  t r a d i t i o n  of succe s s  n a t i o n a l l y ,  
t h a t  i s  why p a r e n t s  and some e d u c a t o r s  feel t h a t  t h e  system 
works, l e ave  i t  a l o n e , "  s a i d  one s u p e r i n t e n d e n t .  Half o f  t h e  
s u p e r i n t e n d e n t s  s a i d  t h e  r ea son  s c h o o l  r e s t r u c t u r i n g  w i l l  
n o t  happen i s  because most Iowans a r e  not  convinced i t  i s  
needed. 
The pub l i c  i s  not  convinced that t h e  r e f o m  of 
e d u c a t i o n  is "a  worthwhile i n v e s t m e n t , "  a cco rd ing  t o  one  
s u p e r i n t e n d e n t .  She t h inks  t h e  p u b l i c  b e l i e v e s  t h a t  
e d u c a t o r s  w i l l  "was teu  e x t r a  fund ing  . Another s u p e r i n t e n d e n t  
s a y s  some Iowans a r e  convinced t h e r e  i s  a " n a t i o n a l "  problem 
wi th  educa t ion ,  b u t  they  do no t  r e l a t e  t h a t  t o  t h e i r  own 
neighborhood schools .  She s a y s  t h i s  i s  a  major b a r r i e r  t o  
ach iev ing  t h e  educa t iona l  reform agenda. 
Because t h e  pub l i c  has no t  persona l ized  e d u c a t i o n a l  
problems, " w e  have waited t o o  long" t o  make changes and t h e  
problems have become huge and complex. Theref o r e ,  t h i s  
supe r in t enden t  t h inks  t h e  p u b l i c ' s  "complacency" con t inues  
t o  o b s t r u c t  s i g n i f i c a n t  change. There i s  a " l a c k  of 
commitment to  change, " s o  "people  d o n r  t want t o  pu t  money 
i n t o  schools .  " One super in tendent  says  t h i s  l a c k  of a  
s t r o n g e r  b e l i e f  i n  the  need t o  change schools s t a l l s  reform. 
"The moment you g e t  a  budget c u t ,  t h e y  w i l l  go back t o  t h e  
same o ld  t h i n g .  " Another super in tendent  says because t h e  
p u b l i c  l a c k s  a sense o r  urgency, they c r e a t e  "committees 
r a t h e r  t h a n  commitment t o  change,"  and t hey  " d o n ' t  want t o  
be bo thered"  with t h e  hard work of r e f  o m .  
P ro fe s s iona l  Educators 
~ o s t  of t h e  super in tendents  thought t h a t  educa to r s  
themselves stood i n  t h e  way of educa t iona l  reform. 
"Educators a r e  i n t e r e s t e d  i n  p re se rv ing  t h e i r  j o b s , "  s ays  
one super in tendent .  Another complains t h a t  t h e r e  i s  
" i n e r t i a "  i n  education caused by a  system t h a t  has  made t o o  
many people too  "comfortable"  and secu re  i n  t h e i r  jobs .  
One super in tenden t  sees educa to r s  who a r e  'I£ e a r £  u l  of  
change" and " i n secu re  abou t  t h e i r  a b i l i t y  t o  change. " She 
t h i n k s  t h i s  f e a r  p r e v e n t s  them from t r y i n g  new p r a c t i c e s  i n  
t h e i r  classrooms.  Another s u p e r i n t e n d e n t  sees t o o  many 
t e a c h e r s  "who a r e  n o t  l e a r n e r s  by i n c l i n a t i o n .  " 
The " t r a i n i n g  and c a p a b i l i t y  of t h e  s t a f f  " i s  
d e f i c i e n t ,  according t o  one s u p e r i n t e n d e n t .  Un ive r s i t y  
t r a i n i n g  programs t h a t  do  n o t  t e ach  i n n o v a t i v e  e d u c a t i o n a l  
p r a c t i c e s  produce t e a c h e r s  " t h a t  a r e  n o t  s i g n i f i c a n t l y  
d i f f e r e n t  from t h e  c u r r e n t  b a t c h  of t e a c h e r s ,  " says  a n o t h e r  
s u p e r i n t e n d e n t .  " I f  t h e  s t a f f  coming i n  is no t  d i f f e r e n t  
from t h e  s t a f f  t h a t  i s  t h e r e ,  t h e y  become b r i g h t  new 
v e r s i o n s  of t h e  o l d  s t a f f , "  she  e x p l a i n s .  
One super in tenden t  sees " t e a c h e r s  who went i n t o  
e d u c a t i o n  no t  as f a c i l i t a t o r s  of o t h e r  p e o p l e s f  growth b u t  
a s  a power base seeking a c a p t i v e  aud ience"  a s  a s e r i o u s  
b a r r i e r  t o  implementing many of t h e  re fo rm recommendations. 
Two supe r in t enden t s  s e e  e d u c a t o r s  "ego" a s  b locking 
e d u c a t i o n a l  reform, t h e y  blame e d u c a t o r s  who cannot  say  " I  
d o n ' t  know." 
Another supe r in t enden t  t h i n k s  e d u c a t o r s  "doubt  t h e y ' l l  
b e  g i v e n  t h e  power t o  make changes ,  so t h e y  don t t r y .  " She 
t h i n k s  t h i s  can a c t  a s  a n  excuse  t h a t  makes e d u c a t o r s  
comfor tab le  w i t h  avo id ing  t h e  s t r e s s  o f  change.  
Cost of Chanse 
A l l  of t h e  supe r in t enden t s  mentioned a l a c k  of  funding 
as a s e r i o u s  b a r r i e r  t o  Iowa schoo l  r e s t r u c t u r i n g .  One 
s u p e r i n t e n d e n t  l a b e l e d  it " t h e  number one b a r r i e r .  " 
"Con t r a ry  t o  t h e  d e s i r e  of c o n s e r v a t i v e s ,  r e fo rm c o s t  money 
and we h a v e n ' t  been ready t o  pay t h e  b i l l , "  comments ano the r  
s u p e r i n t e n d e n t .  "Nothing w i l l  happen i f  w e  don ' t have t h e  
money t o  r e ach  o u r  goa l s ,  " s a i d  one s u p e r i n t e n d e n t .  "Funding 
i s  i nvo lved  w i th  eve ry  a s p e c t  of s c h o o l  r e fo rm,"  s a i d  
a n o t h e r ,  " S t a f f i n g ,  s t a f f  development,  cu r r i cu lum,  and 
t echno logy  a r e  a l l  dependent on a v a i l a b l e  f unds . "  "Thanks t o  
Washington, t h e r e  are l e s s  funds  t o  feed k i d s  who are coming 
t o  s c h o o l  hungry, " remarks a n o t h e r .  " T i g h t  f i n a n c e s  , " 
" i n e q u i t a b l e  funding f  o m u l a s  , " and a " l a c k  of fund ing  f o r  
t e a c h e r  educa t i on"  squelch e f f o r t s  t o  t r a n s f  orm Iowa ' s 
schools.  
Overwhe lminq Odds 
A m a j o r i t y  o f  supe r in t enden t s  d e s c r i b e  t h e  t a s k  of 
e d u c a t i o n a l  r e s t r u c t u r i n g  a s  "overwhelming, " "messy, " and 
" compl i ca t ed . "  The "sheer  magnitude of t h e  problem" i s  s e e n  
as a b a r r i e r .  Because r e s t r u c t u r i n g  s c h o o l s  is  "pe r ce ived  a s  
a n  overwhelming t a s k , "  educa to rs  do  n o t  b e l i e v e  t h a t  t h e i r  
v i s i o n s  o f  b e t t e r  schoo ls  a re  a t t a i n a b l e ,  says one 
s u p e r i n t e n d e n t .  
The enormity  of t h e  t a s k  causes  a " g r i d  l o c k "  and "no 
one knows how t o  move o r  how t o  g e t  s t a r t e d . "  Because t h e  
problems a r e  so complex, " w e  l a ck  a sys temic  view and  w e  are 
o n l y  a b l e  t o  focus  on one t h i n g  a t  a t i m e .  " 
One supe r in t enden t  s a y s ,  " I t s  h a r d  t o  keep t h e  ene rgy  
f lowing when you f e e l  you can  o n l y  make a sma l l  d e n t . "  
Reforms " t a k e  s o  long" and require "so much energy"  t h a t  
impor t an t  " p o l i t i c a l  supp o r t  d o e s n ' t  l a s t . "  Another  
s u p e r i n t e n d e n t  s ays  r e s t r u c t u r i n g  s choo l s  r e q u i r e s  
i n d i v i d u a l s  who a r e  comfortable wi th  t h e  ambigui ty  and 
mess iness  of t r y i n g  new p r a c t i c e s .  She t h i n k s  t h a t  "most  
people  d o n ' t  l i k e  ambiguity.  " 
Chanqe Process  
Over h a l f  of t h e  supe r in t enden t s  t h i n k  schoo l  
r e s t r u c t u r i n g  i s  abo r t ed  because no one  r e a l l y  unde r s t ands  
t h e  compl ica ted  p rocess  of change. One s u p e r i n t e n d e n t  
b l u n t l y  s t a t e s :  " W e  d o n ' t  know how change happens ."  Another  
t h i n k s  even most educa to rs  "don ' t  unders tand h o w  the sys tem 
works. " 
The p u b l i c  h a s  an e x p e c t a t i o n  t h a t  t h e  problems of 
s choo l s ,  l i k e  o t h e r  a s p e c t s  of modern l i f e ,  c an  be q u i c k l y  
t r ans formed .  They do n o t  unders tand t h a t  t h e  "basic n a t u r e  
of s choo l s  is  t o  resist change."  People  expec t  "rapid 
changes . "  They want " i n s t a n t "  changes and t h e  changes  t h e y  
want a r e  i n  s tudent  achievement scores .  Educators and 
taxpayers  " lack t h e  pa t ience"  necessary t o  s e e  reforms 
i n s t i t u t i o n a l i z e d ,  says one superintendent .  " W e  don ' t  s t i c k  
with th ings  long enough t o  r e a l l y  understand t h e  
impl ica t ions  of what we a r e  doing,"  says another .  
Leadership Preparedness 
Half of t h e  superintendents  t h i n k  a  lack  of l eade r sh ip  
preparedness has been a  b a r r i e r  t o  reform. They po in t  t o  a  
" l ack  of v is ionary  superintendents  and p r i n c i p a l s , "  and 
ins t ead  see "superintendents  and p r i n c i p a l s  h i r ed  t o  d o  
maintenance t a sks  and keep t h e  l i d  on."  "Adminis t ra tors  have 
no t  been prepared through course  work and experience t o  
understand the  process of v i s ion ing  and the re fo re  do n o t  
have nor  understand how t o  develop long-range v i s ions  with 
c l e a r  outcomes," says one super in tendent ,  "and most of them 
a r e  more comfortable t a l k i n g  about process r a t h e r  than  
outcomes. " 
Another superintendent  says t h a t  most l e a d e r s  a r e  
working with an "unclear r e sea rch  base" and s o  " they  d o n ' t  
r e a l l y  know what t o  do and what b e s t  p r a c t i c e  i s .  " "Leaders 
don ' t  push hard enough t o  make schools  more compet i t ive ,"  
says  one superintendent .  
P u b l i c  R e l a t i o n s  
"Pol i t ics"  and " p o l i t i c i z i n g  t h e  concep t  of  
r e s t r u c t u r i n g "  is  what o b s t r u c t s  change, a cco rd ing  t o  s i x  
s u p e r i n t e n d e n t s .  "School boards  a r e  h i g h l y  p o l i t i c i z e d "  and 
i n s t e a d  of  commitment t o  r e a l  i s s u e s ,  many s choo l  board 
members a r e  "committed t o  t h e i r  own agenda.  " P o l i t i c i a n s  
" p o s t u r e  r a t h e r  t h a n  s e r i o u s l y  work" a t  r e fo rm  says  a n o t h e r  
s u p e r i n t e n d e n t .  One supe r in t enden t  s a y s  t h e  problem is t h a t  
e d u c a t i o n  has become a p u b l i c  r e l a t i o n s  b u s i n e s s ,  " I f  it 
c a n ' t  be  p resen ted  t o  t h e  p u b l i c  and accep t ed  by them a t  
l o o % ,  t h e n  it i s  n o t  a n  impor tan t  t h i n g  t o  d o . "  
D i s t r u s t  
The pub l i c  ' s d i s t r u s t  of e d u c a t o r s  and educa to r s  ' 
d i s t r u s t  of each o t h e r  a c t  a s  b a r r i e r s  t o  s c h o o l  reform.  
T h i s  n e g a t i v e  a t t i t u d e  does no t  b u i l d  t h e  commitment and  
p o s i t i v e  energy necessa ry  " t o  do  t h e  ha rd  work of change, " 
s a y s  one  supe r in t enden t .  
Inside t h e  system, e f f o r t s  t o  c r e a t e  a  c o l l e g i a l  
a tmosphere  a r e  thwar ted  because e d u c a t o r s  do n o t  t r u s t  each  
o t h e r .  Super in tenden t s  say  t h a t  t e a c h e r s  " a r e  f e a r f u l  and 
t e n s e "  a n d  d o n ' t  t r u s t  schoo l  d i s t r i c t  a d m i n i s t r a t i o n .  
Teachers  "fear r e p r i s a l s  from p e e r s "  i f  t h e y  work too  h a r d  
o r  a r e  t o o  good, n o t e s  one s u p e r i n t e n d e n t .  
Spec i a l  I n t e r e s t  Groups 
One of t h e  r e a sons  e d u c a t o r s  have f a i l e d  t o  g e t  s u p p o r t  
f o r  r e f  o m  e f f o r t s  i s  t h a t  " t h e y  have f a i l e d  t o  i n v o l v e  
p a r e n t s , "  t h i n k s  one s u p e r i n t e n d e n t .  Another s ays  e d u c a t o r s  
t h i n k  " i t s  s c a r y  t o  i n v o l v e  p a r e n t s ,  s o  t h e y  d o n ' t , "  because  
p a r e n t s  " l a c k  ties t o  t h e i r  schoo ls"  t hey  do n o t  come t o  
t h e i r  de f ense  and t h e y  do n o t  s u p p o r t  educa to r s  i n  t h e i r  
e f f o r t s  t o  r e f  o m .  
One supe r in t enden t  i m p l i c a t e s  t e a c h e r  a s s o c i a t i o n s  and 
unions  and l a b e l s  them b a r r i e r s  t o  s choo l  reform. According 
t o  him, t h e y  a r e  more i n t e r e s t e d  i n  " p r o t e c t i n g  t h e i r  
membership" than promoting q u a l i t y  educa t ion  and s h e  s a y s  
unions  c r e a t e  " p r e s s u r e  f o r  t h e  s t a t u s  quo" because  t h e  
c u r r e n t  system l a c k s  a n  a c c o u n t a b i l i t y  component and i s  more 
comfor tab le  f o r  t h e  membership. Another supe r in t enden t  s a y s  
that a s s o c i a t i o n s  and un ions  "make it d i f f i c u l t  t o  g e t  r i d  
of incompetent  t e a c h e r s . "  
Summary and Discuss ion  
Four common themes: (a) i n s u f f i c i e n t  funding,  
( b )  power£ u l  chi ldhood memories i n c l u d i n g  t h e  p u b l i c 1  s l a c k  
of d i s s a t i s f a c t i o n  w i t h  t h e i r  own neighborhood s choo l s ,  
( c )  educa to r s  themse lves - - the i r  pe r sona l  and p r o f e s s i o n a l  
short-comings,  and ( d )  a l a c k  of  a  s o p h i s t i c a t e d  
unders tand ing  of t h e  change p rocess  emerged from t h e  
s u p e r i n t e n d e n t s r  d i s c u s s i o n  of t h e  b a r r i e r s  which w i l l  
p r even t  t h e i r  i d e a l  Iowa s c h o o l  from becoming a  real i ty.  
According t o  t h e  s u p e r i n t e n d e n t s ,  i n s u f f i c i e n t  funding 
i s  one reason  many worthy r e fo rm  e f f o r t s  w i l l  f a i l .  Many of 
t h e  supe r in t enden t s  agreed t h a t  a l though  i n c r e a s e d  
e d u c a t i o n a l  funding was n o t  s u f f i c i e n t  t o  e n s u r e  t h e  
r e s t r u c t u r i n g  of Iowa s c h o o l i n g  w i thou t  it l i t t l e  o r  n o t h i n g  
would be accomplished. 
Computers f o r  every  c h i l d  and t e a c h e r ,  i n t e r a c t i v e  
v ideo  c a p a b i l i t i e s ,  s i m u l a t i o n  d e v i c e s ,  and a c c e s s  t o  world-  
w i d e  d a t a  bases a l l  c o s t  money. There fore ,  fund ing  i s  a 
c r i t i c a l  component t o  t h e  v i s i o n  of a t e c h n o l o g i c a l l y  r i c h  
e d u c a t i o n a l  environment.  
Inadequate funding n o t  o n l y  s t i f l e s  e d u c a t i o n a l  
t echno logy  it a l s o  becomes a  key b a r r i e r  t o  deve lop ing  t h e  
v i s i o n  t h a t  21s t  c en tu ry  Iowa s c h o o l s  would p l a c e  a  supreme 
v a l u e  on t h e  development o f  a l l  human r e s o u r c e s .  A l ack  of 
funding t o  develop t h e  t a l e n t s  and i n t e r e s t s  o f  s t u d e n t s  and 
s t a f f  w i l l  i n h i b i t  t h e  development o f  q u a l i t y  Iowa 
s choo l i ng .  S t a f f  development and t r a i n i n g  programs t h a t  
impact  what happens i n  s c h o o l  on  a  d a i l y  b a s i s  t a k e  enormous 
amounts of  money t o  c r e a t e  a n  environment of mentors  and 
coaches .  To accomplish t h i s  v i s i o n ,  budge t s  f o r  con£ e r ences  
and workshops w i l l  need t o  i n c r e a s e .  
To become t h e  car ing,  nurtur ing p laces  t h a t  Iowa 
schools  of t h e  f u t u r e  need t o  be, t h e  superintendents  
b e l i e v e  new sources of revenue must be found. An expanded 
a r r a y  of s o c i a l  s e r v i c e s  w i l l  need t o  be a v a i l a b l e  t o  
s t u d e n t s  a t  t he  school si te.  More counselors are needed t o  
work with fami l ies  i n  which physical  o r  substance abuse has 
become a problem. Administrators must be t r a i n e d  t o  seek 
f i s c a l  support  from t h e  p r iva te  s e c t o r .  School business  
p a r t n e r s  m u s t  be strengthened a s  taxpayers  a r e  convinced 
t h a t  schools do n o t  waste money. P o s i t i v e  publ ic  r e l a t i o n s  
must counter negative images of schooling i f  funding is t o  
be a v a i l a b l e  t o  support  t he  v is ion  of i d e a l  21s t  c e n t u r y  
Iowa schooling.  
Next, many superintendents  c i t e d  powerful childhood 
memories and the p u b l i c ' s  lack of d i s s a t i s f a c t i o n  with t h e i r  
own neighborhood schools a s  an i m p l i c i t  b a r r i e r  t o  accept ing  
educat ional  innovations t h a t  depart  from the t r a d i t i o n a l  
form and function of Iowa schooling.  People r e s i s t  anything 
t h a t  t akes  them t o o  f a r  away from t h e  p i c t u r e  of school ing 
t h e y  remember. Therefore,  anything t h a t  d e p a r t s  from t h e  
childhood memory of schools i s  ques t ionable .  Often,  Iowans 
want t h e i r  schools t o  be a l i t t l e  b i t  b e t t e r ,  but only i f  
t h e y  can look p r e t t y  much l i k e  they have always looked. The 
v i s i o n s  expressed by t h e  superintendents  went beyond t h e  
one-room school house t h a t  many Iowans c r e d i t  with having 
done an e f f e c t i v e  job of e d u c a t i n g  them. Thus, s i g n i f i c a n t  
s choo l  reform i s  i n  d i r e c t  c o n t r a d i c t i o n  w i th  t h e  
s a t i s f a c t i o n  t h a t  Iowans have w i t h  t h e i r  c u r r e n t  e d u c a t i o n a l  
system. 
Educators  themselves ,  t h e i r  pe r sona l  and p r o f e s s i o n a l  
short-comings , were i d e n t i f i e d  as o b s t a c l e s  to schoo l  r e fo rm  
by t h e  supe r in t enden t s .  The s u p e r i n t e n d e n t s  env i s ioned  a 
system o f  Iowa educa t i on  which was immensely f l e x i b l e  b o t h  
i n  s t r u c t u r e  and d a i l y  f u n c t i o n i n g  and one t h a t  r e q u i r e d  
each  s t u d e n t  and f a c u l t y  member t o  become high c a l i b e r  
problem s o l v e r s .  Unfo r tuna t e ly ,  a cco rd ing  t o  t h e  
supe r in t enden t s ,  some e d u c a t o r s  went i n t o  educa t ion  n o t  t o  
become f a c i l i t a t o r s  of o t h e r  peop l e s '  growth, bu t  as  a power 
b a s e  seeking a  c a p t i v e  aud ience .  Teachers f i n d  it d i f f i c u l t  
t o  l e t  g o  of t he  a u t o c r a t i c  t e a c h e r  r o l e  and adop t  a more 
f a c i l i t a t i v e  s t a n c e  wi th  t h e i r  s t u d e n t s  whi le  some 
a d m i n i s t r a t o r s  a r e  a f r a i d  of p u t t i n g  themselves  i n  a 
v u l n e r a b l e  s i t u a t i o n  by empowering t e a c h e r s .  Th i s  c o n s t a n t  
l a c k  of p r o f e s s i o n a l  t r u s t  and r e s p e c t  among e d u c a t o r s  
confuses  t h e  p u b l i c ,  which i n  t u r n  demons t ra tes  a  d i s t r u s t s  
f o r  t e a c h e r s  and a d m i n i s t r a t o r s .  Th i s  t y p e  of behav ior  does  
no th ing  t o  e s t a b l i s h  an a i r  of r i s k  t a k i n g  which i s  
n e c e s s a r y  t o  c r e a t e  an environment t h a t  models democra t i c  
p r i n c i p l e s  i n  a l l  a s p e c t s  of schoo l  l i f e .  
F i n a l l y ,  s u p e r i n t e n d e n t s  t h o u g h t  t h a t  a l a c k  of a 
s o p h i s t i c a t e d  u n d e r s t a n d i n g  of  t h e  change  p r o c e s s  i t s e l f  
caused  r e f  o m  e f f o r t s  t o  b e  p r e m a t u r e l y  a b o r t e d .  
U n f o r t u n a t e l y ,  communities d o  n o t  u n d e r s t a n d  t h a t  t h r e e  t o  
f i v e  y e a r s  must  e l a p s e  b e f o r e  the e f f e c t s  of s c h o o l  r e f  o m s  
can  be measured.  They e x p e c t  r a p i d  change  and are  
d i s a p p o i n t e d  when it d o e s  n o t  o c c u r .  T h e r e f o r e ,  communities 
d i s p l a y  a l a c k  of p a t i e n c e  w i t h  s c h o o l  r e fo rms  and q u e s t i o n  
t h e  r a t i o n a l e  of changes  t h a t  n e v e r  seem t o  p roduce  r e s u l t s .  
U n f o r t u n a t e l y ,  t h e s e  t a x p a y e r s  and  v o t e r s ,  as w e l l  as some 
e d u c a t o r s ,  assume t h a t  e n a c t i n g  one p a r t i c u l a r  r e f  om i t e m  
w i l l  r e s u l t  i n  immediate  a n d  tho rough  widespread  
improvements .  T h i s  misconcep t ion  c o m p l i c a t e s  s c h o o l  r e fo rm 
and g r e a t l y  d i m i n i s h e s  t h e  o p p o r t u n i t y  f o r  a v i s i o n  of i d e a l  
Iowa s c h o o l i n g  from becoming a  r e a l i t y .  
I n  summary, t h e  1 2  s u p e r i n t e n d e n t s  who w e r e  i n t e r v i e w e d  
f o r  t h i s  s t u d y  d e s c r i b e d  f i v e  common themes which t h e y  
b e l i e v e d  should  b e  t h e  v i s i o n  o f  2 1 s t  c e n t u r y  Iowa s c h o o l s .  
T h e s e  themes r evo lved  a round  d e v e l o p i n g  c a r i n g  communit ies ,  
d e m o c r a t i c  p r i n c i p l e s ,  human r e s o u r c e s ,  a f l e x i b l e  
s t r u c t u r e ,  and  s t u d e n t s  and e d u c a t o r s  a s  problem s o l v e r s .  
D e s p i t e  t h e  s u p e r i n t e n d e n t s r  o p t i m i s t i c  v i s i o n s ,  a l l  r e a d i l y  
i d e n t i f i e d  c e r t a i n  b a r r i e r s  t h e y  t h o u g h t  l i k e l y  would h i n d e r  
a c h i e v i n g  t h e  image t h e y  e n v i s i o n e d .  These f a c t o r s  i n c l u d e d  
i n a d e q u a t e  f u n d i n g ,  an  h i s t o r i c a l  c o n t e x t  of s a t i s f a c t i o n  
w i t h  p a s t  and c u r r e n t  e d u c a t i o n a l  p r a c t i c e ,  an e d u c a t i o n a l  
p r o f e s s i o n  t h a t  lacks t r u s t  amongst i t s  members, a s  w e l l  a s  
a weak unde r s t and ing  o r  knowledge abou t  how change o c c u r s .  
Conclus ions  from t h e  f i n d i n g s ,  d i s c u s s i o n s ,  and t h e i r  
i m p l i c a t i o n s  a r e  give i n  Chap te r  5.  
Chapter 5 
SUMMARY, CONCLUSIONS, IMPLICATIONS 
AND RECOMMENDATIONS 
Summary of the Study 
What the  K - 1 2  educat ional  reform movement has done over 
t h e  pas t  decade is t o  c r e a t e  a  g r e a t  dea l  of dialogue around 
t h e  b e l i e f s ,  values ,  and purposes of schooling i n  t h i s  
country.  Conversations a t  t h e  macro-level have been wel l  
documented; l e g i s l a t o r s ,  f e d e r a l  and s t a t e  pol icy  makers, 
t h e  business community, and o the r s  have c l e a r l y  a r t i c u l a t e d  
what they  consider important (Nanus , 1 9 9 2  ) . What h a s n ' t  
occurred a s  much i s  t o  l i s t e n  t o  what those who a r e  o f t e n  
he ld  responsible f o r  leading  r e s t r u c t u r i n g  implementation-- 
l o c a l  school d i s t r i c t  superintendents--believe t h e i r  schools  
should be ,  and t o  acknowledge t h e  viewpoints of what t h e s e  
school l eade r s  th ink  w i l l  l i k e l y  occur  i n  t h e i r  K - 1 2  schools  
as a r e s u l t  of t h e i r  reform e f f o r t s .  
Leadership and a c l e a r ,  guiding v i s ion  of the f u t u r e  
a r e  the  key components of any s i g n i f i c a n t  change o r  reform 
e f f o r t  (Schlecty,  1 9 9 0 ) .  T o  d a t e ,  t h e  perspect ive of l o c a l  
publ ic  school superintendents  has  p r imar i ly  been assumed, 
only  p a r t i a l l y  descr ibed,  o r  a t  times, simply absent  f r o m  
t h e  discussions of educat ional  reform (Sergiovanni,  1 9 8 9 ) .  
Neve r the l e s s ,  what school  l e a d e r s  e n v i s i o n  i s  impor tan t  
because  it  "frames t h e  f u t u r e  t h a t  o n e  works t o  a ch i eve"  
(S he ive  & Schoenhei t ,  1987  ) . 
Iowa, l i k e  o t h e r  s t a t e s  a c r o s s  t h e  n a t i o n ,  has  l i s t e n e d  
t o  f e d e r a l  r h e t o r i c ,  deba ted  school  r e f o r m  on t h e  f l o o r  of 
t h e  s t a t e  l e g i s l a t u r e ,  ye t  f r e q u e n t l y  f a i l e d  t o  c o n s i d e r  
what t h o s e  a t  t h e  l o c a l  l e v e l  t hough t  impor t an t  f o r  
e d u c a t i o n a l  reform.  This  s t u d y  i s  an  e f f o r t  t o  ask  
s u p e r i n t e n d e n t s  what t hey  t h i n k  shou ld  be  t h e  f u t u r e  of K - 1 2  
e d u c a t i o n  i n  t h e  21s t  cen tu ry  and t h u s  a t t emp t  t o  b e t t e r  
unde r s t and  t h e  d i r e c t i o n  of  schoo l  r e f o r m  i n  Iowa, and 
i n d i r e c t l y  t h e  n a t i o n .  
The purpose o f  t h i s  s t u d y  was t o  c o n t r i b u t e  t o  a  better 
unders tand ing  of what Iowa schoo l  s u p e r i n t e n d e n t s  see as t h e  
f u t u r e  o f  K - 1 2  Iowa educa t ion  a t  t h e  t u r n  of t h e  c e n t u r y ;  t o  
inform s t a t e  and l o c a l  p o l i c y  makers of i n s i g h t s  and v i s i o n s  
t h a t  Iowa  school  l e a d e r s  have r e g a r d i n g  what i s  impor t an t  
f o r  t h e  f u t u r e  of t h e  c h i l d r e n  and y o u t h  i n  t h e  s t a t e ;  and 
t o  c o n t r i b u t e  t o  t h e  l i t e r a t u r e  on v i s i o n a r y  l e a d e r s h i p  of 
l o c a l  d i s t r i c t  level l e a d e r s .  More s p e c i f i c a l l y ,  t h i s  s t u d y  
d e s c r i b e s  how 1 2  Iowa d i s t r i c t  l e v e l  s u p e r i n t e n d e n t s ,  who 
are cons ide red  l e a d e r s  i n  t h e  e d u c a t i o n a l  r e s t r u c t u r i n g  
e f f o r t s ,  "frame t h e  f u t u r e "  and t h e r e b y  h e l p  gu ide  t h e  
implementa t ion  of t h e  c u r r e n t  e d u c a t i o n a l  reform movement i n  
t h e  s ta te .  
Two research  ques t ions  w e r e  addressed i n  t h i s  s tudy:  
1. I f  you could c r e a t e  a system of q u a l i t y  Iowa 
school ing f o r  t h e  21st cen tu ry  what d o  you b e l i e v e  
i t  should look l i k e ?  
2 .  Given your knowledge of c u r r e n t  e d u c a t i o n a l  reform 
e f f o r t s  i n  Iowa and your own d i s t r i c t ,  what do you 
see  a r e  b a r r i e r s  t h a t  keep your i d e a l  v i s i o n  from 
becoming a r e a l i t y ?  
Q u a l i t a t i v e  methodology was used t o  review, ana lyze ,  
and compare t h e  ga thered  d a t a  t o  provide an in-depth 
d e s c r i p t i o n  of t h e  super in tendents '  v i s i o n  and r ecogn i t i on  
of p o t e n t i a l  b a r r i e r s  t o  Iowa school reform i n  t he  21st  
cen tury .  The a n a l y s i s  of t h e  c o l l e c t e d  d a t a  w a s  c a t ego r i zed  
i n t o  f i v e  common v i s i o n  themes and f o u r  common b a r r i e r s .  The 
d e s c r i p t i o n s  of t h e  d a t a  based on t h e s e  themes y ie lded  t h e  
conclusions  of t h i s  s tudy.  
I n  response t o  t h e  f i r s t  r e sea rch  ques t ion ,  t h e  
super in tendents  c h a r a c t e r i z e d  t h e i r  v i s i o n  of Iowa schools  
a s  c a r i n g  communities of l e a r n e r s  i n  which r e l a t i o n s h i p s  
were valued and nu r tu red  and where e d u c a t i o n a l  systems would 
model democratic p r i n c i p l e s  i n  a l l  a s p e c t s  of school  l i f e .  
They placed a va lue  on conservat ion and development of a l l  
human resources  and hoped f o r  a  system t h a t  w a s  cons ide rab ly  
more f l e x i b l e  both i n  s t r u c t u r e  a s  w e l l  as d a i l y  
func t ion ing .  F i n a l l y ,  t hey  envis ioned schools  where each 
s tudent  and f a c u l t y  member was a high-cal iber  problem 
s o l v e r .  
The superintendentsr  explana t ion  of what l i k e l y  would 
g e t  i n  t h e  way of achieving t h e i r  v i s i o n  of Iowa schools  
encompassed four  primary a r e a s .  F i r s t ,  was i n s u f f i c i e n t  
funding; second, powerful childhood memories of t h e i r  own 
school ing and t h e i r  current s a t i s f a c t i o n  with t h e i r  present  
neighborhood schools ;  a t h i r d  b a r r i e r ,  according t o  the  
superintendents  w a s  educators themselves, t h e i r  personal  and 
profess ional  short-comings; and f i n a l l y ,  an i n s u f f i c i e n t  
understanding of t h e  change process  s tood a s  a b a r r i e r  t o  
Iowa school reform. 
Conclusions 
The following two conclusions w e r e  drawn from t h i s  
s tudy:  
1. Society i s  rapidly chanqinq and schools must chanqe 
as r a p i d l y  just t o  keep pace. Even more preferable ,  schools 
need t o  lead i n  t h e  chanqe. While t h e  superintendents  f e l t  
that their d i s t r i c t s  d id  provide s tuden t s  with a q u a l i t y  
educat ion,  they anguished over  t h e i r  b e l i e f  t h a t  t h e i r  
d i s t r i c t s  were f a l l i n g  f u r t h e r  and f u r t h e r  behind a r a p i d l y  
changing world. Recognizing t h a t  schools  a r e  n o t o r i o u s l y  
slow in  making change, the super in tendents  were concerned i f  
s c h o o l s  merely s t a y e d  s t a t u s  quo,  t h e y  q u i c k l y  w i l l  f a l l  
beh ind  where  t h e y  need t o  be. 
2. S u p e r i n t e n d e n t s  c a n  s h a p e  k e y  f a c t o r s  t o  q u i d e  t h e  
f u t u r e ,  o t h e r s  f a c t o r s  t h e y  f e e l  a r e  d e e p l y  embedded i n  t h e  
b r o a d e r  s o c i e t y  a n d  t h e r e f  ore r e q u i r e  b road  community e f f o r t  
t o  h e l p  r e s h a p e .  The s u p e r i n t e n d e n t s  who took  part  i n  t h i s  
s t u d y  r e c o g n i z e  a n d  a c c e p t  t h a t  t h e y  can p o s i t i v e l y  a f f e c t  
e d u c a t o r s 1  p e r s o n a l  and p r o f e s s i o n a l  shor t -comings  and 
a s s i s t  i n  h e l p i n g  themselves  and  o t h e r s  g a i n  a more 
s o p h i s t i c a t e d  under s t and ing  of  the change  p r o c e s s .  However, 
t h e y  are s k e p t i c a l  t h a t  t h e y  a l o n e  c a n  a f f e c t  s c h o o l  f u n d i n g  
and t h e  powerfu l  ch i ldhood memories and  l a c k  o f  
d i s s a t i s f a c t i o n  w i t h  t h e i r  own neighborhood s c h o o l s  t h a t  
c o n t r i b u t e  t o  s t i f l i n g  s c h o o l  re form.  To b e  s u c c e s s f u l  i n  
t h e s e  a r e n a s  t h e  s u p e r i n t e n d e n t s  r e c o g n i z e  t h e  need of 
broad-based  community a s s i s t a n c e .  
I m p l i c a t i o n s  
T h e  s u p e r i n t e n d e n t s  i n t e r v i e w e d  f o r  t h i s  s t u d y  p a i n t  
t h e  future of Iowa s c h o o l i n g  with a b road  b r u s h .  T h e i r  v i e w s  
of  what s h o u l d  happen i n  Iowa's  s c h o o l s  o f  t h e  2 1 s t  c e n t u r y  
d e a l t  w i t h  n o t  o n l y  the broad  purposes  of e d u c a t i o n ,  b u t  
a l s o  f o c u s e d  on a v a r i e t y  o f  means t h e y  saw a s  n e c e s s a r y  t o  
b r i n g  a b o u t  t h o s e  purposes .  I n  t h a t  same v e i n ,  t h e  b a r r i e r s  
t h e y  o f f e r e d  were s i m i l a r l y  b r o a d ,  d e a l i n g  from the i m p l i c i t  
and almost i n v i s i b l e  b a r r i e r  of deeply he ld  values ,  t o  t h e  
e x p l i c i t  and immediate p r a c t i c a l  concern of a  lack of funds 
t o  g e t  t h e  job done. 
Four implications were drawn from t h i s  study: 
1. I t  seems i r o n i c  t h a t  t h e  deeply held b e l i e f s  t h a t  
Iowans have about education provide both t h e  reasoning as t o  
why schools  should e x i s t ,  a s  wel l  as  being a  major b a r r i e r  
t o  t h e  r e a l i z a t i o n  of t h e  dreams t h a t  Iowans have f o r  t h e i r  
2 1s t century schools.  C lea r ly ,  t h e  superintendents  expressed 
a moral and e t h i c a l  commitment t o  provide f o r  t h e  success  of 
every  c h i l d  w i t h  a  no t i ceab le  emphasis on economic 
oppor tuni ty  and prepara t ion  f o r  a  l i f e t i m e  of learn ing .  
According t o  the super in tendents  the purpose of Iowa schools  
i s  f i r m l y  rooted i n  t h e  same t r a d i t i o n s  i n  which schools 
w e r e  s t a r t e d .  A t  t h e  same t ime,  however, i t  is t h i s  deeply 
rooted  t r a d i t i o n  which i s  seen a s  a  b a r r i e r  t o  what the  
superintendents  envis ion  Iowa schools of t h e  f u t u r e  
becoming. T h i s  cons tan t ,  dynamic tension between t h e  
s e c u r i t y  and success of what i s  and t h e  compelling d e s i r e  t o  
embrace what might be prevents  Iowa schools  from 
accomplishing s i g n i f i c a n t  educat ional  reform. 
2 .  I t  i s  i r o n i c  a l s o  t h a t  the  superintendents  
recognize t h a t  s i g n i f i c a n t  and successfu l  ref o m  must begin 
i n  t h e  classrooms a c r o s s  the state and t h a t  t h e  p ro fess iona l  
classroom teachers a r e  a  c r u c i a l  bridge t o  the fu tu re .  
However, supe r in t enden t s  a l s o  v iew t e a c h e r s  a s  a p o t e n t i a l  
major  o b s t a c l e  t o  any s u c c e s s f u l  reform.  Teachers  o f t e n  
speak t o  t h e  need of more autonomy, f l e x i b i l i t y ,  and  
decision-making a u t h o r i t y ,  yet a p p e a r  t o  ba lk  a t  t h e  
r e s p o n s i b i l i t y  and a c c o u n t a b i l i t y  t h a t  accompanies e ach .  The 
s u p e r i n t e n d e n t s '  surmise  t h a t  e d u c a t o r s  have become t o o  
comfor tab le  and s e c u r e  i n  t h e i r  p o s i t i o n s ,  t o o  f e a r f u l  o f  
change and t o o  i n s e c u r e  abou t  t h e i r  a b i l i t y  t o  change. Thus, 
f o r  a  number of r easons  t h e y  l a c k  t h e  commitment t o  champion 
n e c e s s a r y  change. 
3. A t h i r d  i r o n y  i s  t h a t  a b road ly  misunderstood 
r e a l i t y  of o u r  t i m e s  i s  change and y e t  change i s  t h e  k e y  t o  
unders tand ing  how t o  r e a l i z e  t h e  dreams of Iowa s t u d e n t s  i n  
a  r a p i d l y  changing s o c i a l  and economic world. A tremendous 
amount o f  t en s ion  and a n x i e t y  e x i s t s  f o r  s u p e r i n t e n d e n t s  who 
c l e a r l y  see t h a t  t h e i r  own c o l l e a g u e s  do n o t  unde r s t and  
change o r  t h e  change p roce s s .  Y e t ,  because  t h e i r  p o s i t i o n  
and r e s p o n s i b i l i t y  a r e  a ccoun t ab l e  f o r  welcoming, 
unders tand ing ,  and guiding t h e  change process  f o r  t h e i r  
d i s t r i c t s ,  it i s  of  c e n t r a l  impor tance  t h a t  s u p e r i n t e n d e n t s  
thoroughly  understand change i n  t h e o r y  and p r a c t i c e .  
4 .  F i n a l l y ,  t h e  s u p e r i n t e n d e n t s  s e e  themse lves  t r apped  
between t h e  jaws of  unfunded and unworkable s t a t e  and 
f e d e r a l  mandates and t h e  g e n e r a l  p o l i t i c i z a t i o n  of s c h o o l s  
on one s i d e ,  and on t h e  o t h e r ,  c i t i z e n s  who a r e  s a t i s f i e d  
with t h i n g s  as they  were a generat ion ago. Thus, 
super in tendents  a r e  charged with providing l eade r sh ip  and 
v i s i o n  whi le  attempting t o  provide s t a b i l i t y  and a  
reasonable  d i r e c t i o n  f o r  Iowa schools .  They a r e  caught i n  a 
multidimensional squeeze from fede ra l  and s t a t e  l e g i s l a t o r s  
who lack a  c l e a r  understanding of education,  nervous and 
unpredic tab le  school boards, teachers  who lack t r u s t  and 
support ,  and l o c a l  c i t i z e n r y  who f ind it p a l a t a b l e  t o  remain 
uncommitted and uninvolved. 
Recommendations 
Childhood images of Iowa schooling were mentioned by 
t h e  super in tendents  as s i g n i f i c a n t  b a r r i e r s  t o  school 
reform. Fur the r  inves t iga t ion  of these  images of t h e  " t h e  
way Iowa schooling i s  supposed t o  be" held by t h e  gene ra l  
publ ic  and educators  themselves i s  needed so  t h a t  t h e  
content  of these  images can be b e t t e r  understood. 
Continuation of t h i s  r e sea rch  i n  the  following manner 
w i l l  a l low f u r t h e r  study of t h e  importance of v i s ion ing  i n  
educat ion .  New s tud ies  should include: 
1. Inves t iga t ing  the  v i s i o n s  of i d e a l  Iowa schools 
c rea ted  by various groups of s takeholders  ( e . g . ,  
t eache r s ,  building adminis t ra tors ,  members of t h e  
business community, parents )  
2 .  I den t i fy ing  how v i s ions  a c t u a l l y  g e t  implemented. 
A s  t h e  process of v i s ion ing  becomes more i n t e g r a l  t o  
school  d i s t r i c t  planning across  Iowa, answers t o  ques t ions  
such as these  will hold a g r e a t  dea l  of importance t o  t h e  
fu tu re  of Iowa K - 1 2  p u b l i c  education i n  t h e  21st century.  
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